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ABSTRACT

The pu rp o se of this study was to conduct a qualitative, descriptive case
stu d y an alysis of a hotel com pany in W isconsin th at h as im plem ented
Q uality M anagem ent in the operations and adm inistration of its three full
service hotel properties. The three questions addressed in this study were: 1)
W hy d id B ergstrom H otels chose to im plem ent Q uality M anagem ent?, 2)
H ow w as Q u ality M anagem ent initiated and su p p o rted th ro u g h o u t the
company?, an d 3) W hat were the results on em ployee productivity? The last
case study question addressed the hypothesis that Quality M anagem ent w ould
have the effect of increasing the levels of em ployee p ro d u ctiv ity in the
lodging functions of the hotel(s). It also addressed the sub-hypothesis of the
study which w as that m anagem ent has the ability to m easure the productivity
of its employees.
Inform ation for the study was collected through the use of m ultiple
sources of evidence.
c o n d u c te d

w ith

The first source involved sem i-structured interview s

S enior

M an ag em en t,

M anagem ent an d Line Employees.

U pper

M a n a g e m e n t,

M iddle

The second source involved gathering

docum entation of quality team m eeting m inutes, com pleted project results
and archival records of the com pany's turnover statistics, guest and employee
satisfaction surveys.
The resu lts indicated consistency in responses of all em ployees with
regard to case study questions one and three. It was perceived that Q uality
M anagem ent w as im plem ented because it was consistent w ith the values and
beliefs of the P resident (of the com pany) and that im plem entation had a
iii
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positive im pact on the role and status of employees.

Results of the study

could n o t conclusively su p p o rt either the hypothesis o r sub-hypothesis.
Productivity, as defined by Bergstrom Hotels, involved em ployee and guest
satisfaction.

These could n o t be m easured based on the surveys provided by

the com pany.

The im plications of this, along w ith recom m endations for

future research, were discussed.

IV
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CH A PTERI

INTRODUCTION

Q uality M anagem ent, or as it is often referred to as Total Q uality
M anagem ent, has received m uch a tten tio n in the hospitality lite ra tu re
recently as it has been espoused as a w ay to deal with the persistent problem s
of w o rk e r p ro d u ctiv ity , service q u a lity , and increasing co m p etitio n .
O riginally d eveloped for use in th e m anufacturing industries.

Q uality

M anagem ent has found applicability in the service in d u stry as well.

In

particular, increasing quality through a Q uality M anagem ent approach has
been said to be instrum ental in im proving productivity of the workforce.
This research presents a descriptive case study analysis of one hotel com pany
in W isconsin that has im plem ented Q uality M anagem ent in the operations
and adm inistration of its three full-service properties.

In this case stu d y

three questions will be addressed: 1) W hy did this company choose Q uality
M an ag em ent?, 2) H ow w as Q u a lity

M anagem ent im p le m e n te d

an d

su p p o rted throughout the organization? and, 3) W hat w ere the subsequent
effects, if any, on the levels of em ployee productivity in the lodging functions
of the hotel? An explorative, qualitative, descriptive analysis has been used
as the m etho d o lo g y for obtaining insight(s) into the answ ers to these
questions.
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PROBLEM STATEMENT
T he hospitality industry has been, and œ ntinues to be concerned with
low p ro d u c tiv ity of its w orkforce as indicated in the lite ra tu re review
presented in chapter 2. The purpose of this study was to analyze w hat effects
a Q uality M anagem ent approach by hospitality m anagem ent m ay have on
em ployee productivity.

The p roblem of low productivity in hospitality

appears to go hand-in-hand w ith another issue of great concern;
quality of service.

inferior

Productivity an d service are often linked because quality

of service is perceived either as the principle byproduct or as the principle
cause o f hospitality productivity.

OBJECTIVES OF THE RESEARCH
1. To p ro v id e an overview

of W. E dw ards D em ing’s concept of Q uality

M anagem ent.
2. To d em o n strate the applicability of Q uality M anagem ent principles and
tools to a hotel environm ent th ro u g h a case study analysis of a hotel
com pany w ith three full service properties located in Wisconsin.
3. To ascertain the effect, if any, that Q uality M anagem ent m ay have on
em ployee productivity in a hotel.
4. To suggest a possible reason w hy Q uality M anagem ent m ay or m ay not
work w ith in the lodging industry.

HYPOTHESIS
Im plem entation of Q uality M anagem ent techniques, as espoused by
D em ing, will increase the level(s) of em ployee productivity in the lodging
function of a full service hotel.
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SUB HYPOTHESIS
M anagem ent has the ability to m easure the p ro d u c tiv ity

of the

workforce.
LIMTTAHONS
1. This stu d y focused on the use of quality m anagem ent principles and tools
as u sed by only one hotel com pany, consisting of three properties all in the
sam e geographic location.
2. Inform ation was gathered through the use of personal interview(s) and was
descriptive in nature. Thus, it was subject to interpretation and perception.
3. D ue to tim e and budget constraints, only thirty-three of a possible 670
em ployees in the three hotels w ere personally interview ed.

This sam pling

w as not considered to representative of all hotel employees.

DELIMITAHONS
This study was initially constructed w ith two hypotheses in m ind.
D u rin g the course of the research it was decided due to clarity and time
constraints, to focus only on the one hypothesis. The other initial hypothesis
w as still influential in the stu d y and will be discussed in detail in the
literatu re review and in the sum m ary and conclusions in chapter 5.

JU ST inC A H O N
The hotel industry needs a better way of m anaging its business and
resources.

U m breit (1992) stated, "Hotel and restau ran t firms are already

learning that their survival is predicated on taking a fundam entally different
approach to the way they m anage their operations." (p. 71).
In an attem pt to com pete in the global economy, the Am erican hotel
in d u stry is experiencing a quality awareness in the operation of its businesses.
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In B usinessw eek’s special bonus issue. T he Q u ality Im perative, e d ito r
Shepard stated, "Q uality in short may be the biggest com petitive issue of the
late 20th and early 21st centuries" (1991, p. 4). Q uality M anagem ent provides
a better w ay of m anaging that can be both profitable and ethical. Umbreit also
pointed out, "(H ospitality) Students m ust u n d e rstan d the concepts of total
quality m anagem ent if they are going to valu ab le to the industry in its
attem pts to im p ro v e overall service quality, em ployee productivity, and
increased competitiveness." (1992, p. 73).

DEFINITIONS
Several term s used in this study are identified as being peculiar to the nature
of this research:
Em ployee Em pow erm ent:

Employee em pow erm ent is a m ethod for

decentralizing decision-m aking in an organization.

M ore discretion an d

autonom y in decision m aking is granted to front-line em ployees in the
recognition that this enables them to respond quickly and m ore efficiently to
guest needs (Brymer, 1991).
Extrinsic M otivator: A m otivator that is considered tangible, objective
and externally derived from the organization or its environm ent.

Generally

satisfies lower o rder needs such as survival and safety/security.
Internal vs. External Custom ers: In tern al custom ers are all those
w ithin the o rganization w ho are affected by the organizational process COworkers.

External customers are those that buy the product and receive the

service - the guests.
Intrinsic M otivator: A m otivator that is intangible, subjective and internally
derived by the individual through h is/h e r ow n actions. Generally satisfies
higher order needs such as achievement, recognition, and personal growth.
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Leadership:

Leadership involves m otivation and provides direction.

It is a w ay of influencing others an d is instrum ental in coping w ith a
changing environm ent.

K otter (1990) states, "Leadership com plem ents

m anagem ent; it doesn't replace it" (p. 103). As stated by Goll, "Leadership is
sim ply helping others to help themselves" (1990, p. 96).
Lodging Function of Hotels: In this study, the lodging function of the
hotel focuses on those functions typically associated with the front office and
housekeeping.

Front office includes front desk clerks, bell staff, doorm en,

guest service/concierge, reservations, and PBX.
M anagem ent By Values:

M anagem ent By Values is a m ethodology

that an em ployer m ay use to determ ine the quality of the organizational
environm ent (Goll, 1990). This quality is determ ined by the degree of balance
and consistency in the organization's use of its goals and norm s in supporting
its values.
Motivation: A process by which a person is stim ulated or influenced
to take a preferred or desired action tow ards a goal (Goll, 1992).
N orm s:

N orm s prescribe how an organization accom plishes its

goals and objectives, while enhancing its values, as expressed in the m ission
statem ent.

N orm s can be expressed in tw o forms: formal such as polices,

rules and procedures, and informal, such as tradition and social m ores (Goll,
1990).
Productivity:

Productivity traditionally is defined as the n u m b er of

inputs com pared to the num ber of outputs. More outputs generated by few or
constant inputs is indicative of high productivity. In a service industry (such
as hotels), productivity has been m ore difficult for researchers to define since
so m uch of the o utput and the inp u t is considered intangible — service and
service delivery (M acaulay and C ullen, 1988; W itt and W itt, 1989).
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In

hospitality, productivity is closely linked w ith quality and needs to be seen as
a m ultidisciplinary concept that incorporates both social and economic inputs
and o u tp uts (Pickworth, 1987).
Process: A process has been defined as "a collection of causal
factors w hich can be translated into a sequence of tasks, activities or functions
to p ro d u ce a given output.

These causal factors typically include people,

m achines, m aterials, m ethods a n d environm ent" (Schultz an d Schroeder,
1988).
Q uality: M ost definitions of quality are custom er focused.

Statland

(1989) defined quality as, "Meeting the custom er's requirem ents for a product
or service.

The general goal in every case is to m eet the requirem ents on

time, the first time, with no errors or defects " (p. 33)
Q uality Circles: Q uality Circles are small groups of em ployees that
m eet periodically to study, analyze, discuss and solve w ork-related problems
or processes (Steel and Lloyd, 1988).
Q uality Management: Q uality M anagem ent, or as it is often referred to
in the literature as Total Q uality M anagem ent or Total Q uality Control, is the
process o f im plem enting quality principles throughout an organization. This
is d o n e th ro u g h the use and u n d e rsta n d in g of statistics a n d em ployee
participation in workteam s or quality circles. To be effective it involves the
transform ation of an organization's culture (Deming, 1986).
Statistical Process Control (SPC): A m ethod of analyzing deviations in
organizational processes.

The aim of statistical process control is to turn

u n co n tro lle d variations in processes into controlled ones.

Som etim es

referred to as Statistical Quality C ontrol (SQC) which is a m ethod of analyzing
m easured deviations in m aterials, p arts and products. Both w ere originally
used in m anufacturing (Port and Carey, 1991).
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System: A system is a set or arrangem ent of things so related as to form
a w hole.

Goll (1992) d efin ed a system as "a series of interrelated and

interdependent parts w orking together to create a whole." (p. 50).
System Mentality: In consideration w ith the definition of a system , to
view the organization w ith a system m entality is to acknow ledge that any
ch an g es to one com p o n en t has th e potential for im p actin g the oth er
com ponents of the system (Goll, 1990).
Total Q uality M anagem ent:

Total Quality M anagem ent was a term

initially coined by the U.S. N avy to describe its efforts to adopt the teachings
of W. Edw ards Deming (Wasik, 1993). The Navy now calls its approach Total
Q uality Leadership (M ount, 1993).

Total Q uality M anagem ent is often used

in the literature as a generic term to describe all quality m anagem ent efforts.
M any companies coin their ow n individual terms.
V ariation (special cause a n d com m on cause):

A change in form.

V ariatio n s in o rg an iz atio n al processes take tw o form s: special cause
variations, which are exceptions or abnormalities of the system , and common
cause variations, w hich occur because of the system and the w ay it is
m anaged. Neither special cause or common cause variations are the fault of
the w orkers in the system. It is m anagem ent's responsibility to w ork on the
system , it is the workers responsibility to work in the system (Suarez, 1992).

OVERVIEW OF RESEARCH
1. This is a descriptive case study analysis of a hotel com pany that is currently
practicing Quality M anagem ent, based in part on the teachings of Deming.
2. The focus was on the lodging functions of full a service hotel.
3. Sem i-structured personal interviews were conducted w ith employees of the
subject hotel(s).
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8
4. M easures of productivity taken before and after im plem entation of Q uality
M anagement, as provided by the subject hotel(s) has been used to determ ine
success.
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CHAPTER n

LITERATURE REVIEW
INTRODUCTION
In its a ttem p t to address the issue of low p ro d u ctiv ity . Q uality
M anagem ent draw s upon m any theories that have been long advocated in
the fields of psychology and sociology. A review of these related theories,
along w ith a discussion of the concepts of productivity and quality service in
the hospitality industry are presented in this chapter.

PRODUCTIVITY AND SERVICE QUALITY IN HOSPITALITY

Productivity
A review of the literature has show n that productivity continues to be
an area of concern for hospitality m anagers.

In a content analysis of

hospitality literature in 1987 by Chon and Olsen, concerns regarding em ployee
p ro d u ctiv ity w ere cited as frequently a p p earin g in articles p ertaining to
h o sp itality h u m an resource m anagem ent.

M acaulay and C ullen (1988)

p ointed o u t that from 1979 to 1986 productivity grow th in hospitality as an
in dustry had not kept up w ith the other industries in the U nited States. W itt
and W itt (1989) noted the sam e trend in the U nited Kingdom and pointed out
that the low productivity in hotels and catering from 1979 to 1985 appeared to
have a negative im pact on productivity in the service industry as a whole. At
Lodging's 1992 Sum m it M eeting IV, some hoteliers expressed optim ism over
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increases in occupancy b u t indicated that the issue of productivity

(along

with quality of service) w as still an area that needed to be addressed in order
for hotels to effectively compete in the 1990's an d beyond (Watkins, 1993).
W hile concerns over low productivity in hotels are well docum ented,
the actual m easurem ent seems to be another concern altogether.

W itt and

Witt (1989) p o in ted out that in som e cases m easurem ent of productivity in
hotels is not a p ro b lem , particularly w h e n such cases involve strictly
economic in p u ts a n d outputs. Some of these in p u ts include energy costs,
costs of construction and renovation, food prices, and labor costs. These can
be com pared to o u tp u ts such as num ber of room s sold, num ber of meals
served in food outlets, total sales, and individual departm ent sales.

In hotels

and m otels, the productivity statistic used by the Bureau of Labor Statistics
involves sales v olum e com pared to labor costs.

H ow ever,

it has been

acknow ledged th at even this only provides p a rt of the productivity picture
(Mark, 1982).

M ark pointed out that in service industries, o u tp u t is often

difficult to quan tify and m easurem ent of labor in p u t needs to take into
account a m ultifactoral approach that includes consideration of technology,
scale or size of p ro d u ctio n , educational a n d skill levels of w orkers, and
m anagerial techniques.
M aCaulay a n d C ullen (1988) stated that m easures of productivity in
hospitality (and all service industries)
satisfaction levels".

"m ust also reflect guest or custom er

They point ou t th a t q u a lity control at th e service

encounter needs to be included in any p roductivity im provem ent program .
"M anagem ent m u st choose productivity m easu res w hich w ill m axim ize
selling b ehaviors a n d w hich will o p tim ize p ro fits and the total guest
experience" (p. 449).

Some suggestions for perform ance m easures in hotels

have been m ade by Dem ing (1982):
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Costs of energy, laundry, litigation
Average time to pick up room service trays after delivery
Errors in reservations
T urnover in staff
Proportion of rooms w ithout adequate supplies
Distribution of time to p u t vacated rooms in order
Proportion of rooms w ithout adequate supplies
Proportion of room s w here phones are out of order
Proportion of guest com plaints about specific items
O ther productivity m easures that focus on the front office could also
include: check in time (w aiting time) for guests, num ber of rings before the
sw itchboard is answ ered, w aiting tim e to check out, response tim e to guest
com plaints, response time to pick up guests at airport, errors on guest folios
(bills), and credit card charge backs du e to error.

It is apparent that in these

type of m easurem ents it is the em ployees that hold the key to im provem ent
of productivity. MaCaulay and C ullen (1988) em phasized that, "Productivity
gains are realized through ran k and file em ployees.
solution.

T here is no quick

M anagem ent m ust create an environm ent in w hich em ployee

ou tp u t can be optimized." (p. 448).

Service Q uality
It appears difficult to discuss
service quality as well.

productivity w ith o u t also m entioning

D enton (1989) referred to the need to consider the

dual nature of a service definition as one that includes both quality (of service
and product) and productivity. He defined this as "qualitivity" — tw o factors
in the sam e equation that equal custom er satisfaction and business success.
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This link betw een productivity and quality of service appears to be due
to the very n atu re of the service industry in w hich the service delivery
process or service encounter has m uch to do w ith the guest's perception of
p ro d u ctivity a n d quality.

M anagem ent of the q u a lity of the service

encounter becom es th e key issue in resolving p ro d u c tiv ity concerns in
hospitality. Zemke and Albrecht (1985) referred to the service encounter as a
"moment of truth" — the point of contact betw een guest and em ployee that
gives that guest the o pportunity to form an im pression of the organization.
N orm ann (1984) defined the m om ent of tru th as a "social event, whose
dynam ics and outcom e are determ ined to a great extent by the skill, the
mood, and the expectations of the contact personnel an d the client" (p. 109).
The im portance of the m om ent in truth in hotels should not be taken lightly.
Denton (1989) stated, "To be successful at p ro v id in g quality service it is
necessary to at least m eet and m aybe exceed custom er expectations " (p. 83).
Deming (1986) felt that m erely satisfying the custom er w as not enough, the
focus on quality and the increase in pro d u ctiv ity sh o u ld "delight" the
custom er w ho then returns, often bringing friends.

The opportunities to

accomplish these goals occur in the moment of truth.
There has been som e debate in the literature as to w hich comes first productivity or quality?

Leonard and Sasser (1982) stated that while efforts

to raise quality alm ost alw ays result in heightened productivity the reverse
also holds true. Efforts to raise productivity usually pay off in better quality.
H ow ever, m ost sources agree w ith the
statement.

form er ra th e r than the latter

N orm ann (1984) stated, "Consistency and precision in the quality

of the service can be used as a tool for raising m orale and, therefore, the
productivity of the personnel" (p. 113).

"Those (hospitality) organizations

able to sustain a quality-im provem ent program are likely to benefit from
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increased p ro d u ctiv ity as well" (Pickw orth, 1987, p. 47).

D enton (1989)

p resen ted an ex am p le of a com pany th a t sh ifted its em p h asis from
p ro d u ctivity to q u ality service and saw increases in m easures o f both.
Dem ing em p h asized th e relationship of q u a lity an d p roductivity in the
Deming Chain Reaction as shown in Figure 1.

.
Improve
Quality

Costs decrease; less
rework;
more efficient use of

^

^
Improves

people,
time and machines
Stay in Business

Provide jobs and more jobs

Figure 1. The Deming Chain Reaction

Deming: Out of the Crisis (1986)

This chain reaction indicates that im proved quality leads to im proved
productivity by elim inating rework and by low ering costs. This becom es a
com petitive advantage in term s of pricing a n d product, w hich perm its the
organization to stay in business, grow and provide m ore jobs (Statland, 1989).
In sum m ary, w hile the issue of low productivity is of concern to the
hospitality in d u stry , it is difficult to separate it from the related issue of
inferior service quality.

The m easurem ent of productivity, therefore, can

become problem atic because service adds that "intangible" dim ension. It is
apparent that hospitality m anagers need to consider not only the econom ic
inputs and o u tputs of the productivity ratio b u t the social inputs and outputs
that take into account the im pact on service

The employee then becomes the
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key ingredient to im proving productivity as s /h e is responsible for the quality
of the service encounter, often referred to as the "m om ent of truth".

SUPPORTING THEORIES IN PSYCHOLOGY AND SOCIOLOGY
In addition to the field of statistics, Quality M anagem ent appears to be
strongly influenced by

ideas long held in the fields of psychology and

sociology such as m otivation and need achievement. Theory Y vs. Theory X,
le a d e rs h ip

vs. m an ag em en t, o rg a n ic vs. m ech an istic o rg a n iz a tio n a l

structure(s), em ployee em pow erm ent and satisfaction.

Barrier (1992) stated

th at Q uality M anagem ent is "comprehensive — it pulls together u n d er one
tent a lot of good ideas that have never been so clearly linked before" (p. 8).

M otivation
O ne of the m ost cited psychologists on the subject of m otivation has
been A braham M aslow.
in flu e n ce

(along

w ith

Deming (1993) has m entioned M aslow as a m ajor
several

c o n tem p o rary

p sy c h o lo g ists)

in

the

developm ent of his Quality M anagem ent m ethod. M aslow (1943) identified a
hierarchy of five needs: physiological, safety/security, social, self esteem and
self actualization. The lower level needs are the first two — physiological and
safety/security, higher level needs are characterized by the rem aining three
w ith the transition occurring in the satisfaction of social needs.

As low er

level needs are satisfied the progression continues to the next higher level.
Individual's m ay have needs that are at different levels of the hierarchy and
m ay place m ore im portance on one need over another.

The bottom line of

M aslow's theory is that unfulfilled needs m otivate or influence behavior.
This idea w as expanded u p o n by Herzberg's (1968) studies in which he
found th at there w ere tw o factors, not one, that influenced w ork behavior:
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m o tiv a to rs (u p p er level n eed s), w hich p ro d u c e d sa tisfa c tio n or no
satisfaction, an d hygiene factors (low er level needs), w hich produced
d issatisfactio n or no d issatisfactio n .

M otivational facto rs th a t w ere

responsible for producing satisfaction (mainly intrinsic m otivators/rew ards)
included achievement, recognition, advancem ent, the w ork itself, possibility
of g row th, and responsibility.

H ygiene factors th at w ere responsible for

dissatisfaction in the job (extrinsic m otivators / rew ards) included

company

policy and adm inistration, technical supervision, interpersonal relations with
supervisors, peers and subordinates,

salary, personal life, job security,

w orking conditions, and status.
Alderfer (1969) contributed to these theories w ith his thoughts that
m ore than one need m ay be operative at any one time and that the repression
of u p p er level needs leads to frustration and a tendency to regress to lower
level level needs w ith greater em phasis and intensity.

He said that there

w ere three factors th at lead to m otivation: Existence

(physiological and

security needs). R elationship (satisfaction of social needs), and G row th
(personal developm ent consistent w ith self-esteem and self-actualization).
His views were consistent w ith those expressed by M aslow and H erzberg that
g ro w th is unlikely u n til the basic physiological and social needs are
essentially met.
W hat does all this have to do w ith Quality M anagem ent?

N orm ann

(1984) explained, "Productivity and service quality in service organizations is
suprem ely dependent on m otivation and morale" (p. 112).

As m entioned

earlier, employees are instrum ental in turning the m om ent of tru th in hotels
into the opportunity to increase service quality and productivity. Motivation,
and the environm ent conducive to positive m om ents of tru th , are founded
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on respect for hum an dignity and on allowing for personal developm ent and
opportunities for self-fulfillm ent in the design of every job (Norm ann, 1984).
People m ay be m ore m otivated by the intrinsic rew ards of feedback,
achievem ent and acceptance.

Q uality M anagem ent prom otes the use of

intrinsic m otivators a n d provides em ployees w ith reason for serving other
than pay.

Some of the w ays this is accom plished includes Q uality Circles

(w ork teams), d ecentralization of m anagem ent, an d increased em ployee
involvem ent in decision m aking, and pêirtidpation.
em ployees really w a n t from their jobs?

H ow ever, is this w hat

Some studies have show n that

em ployees do p refer intrinsic rew ards in com parison to extrinsic ones
(Sheehan, 1989).

In 1989, Coll conducted a su rv ey of over 800 hourly

hospitality em ployees and over 335 of their su pervisors to com pare the
rankings of im portance on ten items related to the w ork environm ent.

This

was a reproduction of sim ilar surveys conducted in 1946, 1980 and 1986 by
Kovach on w orkers in general industry.

All surveys show ed a m arked

difference in attitudes of w hat was im portant to the w orkers as stated by the
workers themselves versus w hat their supervisors perceived that the workers
w ould state. The supervisors placed m ore em phasis on extrinsic m otivators
such as good wages, job security, prom otion and good working conditions.
The workers ranked the intrinsic motivators such as full appreciation of w ork
done and interesting w ork as m ore important. Fox (1987) cited a num ber of
studies conducted b etw een 1969 and 1981 that indicated that em ployees,
indeed, w ant greater participation and significantly m ore influence over work
related decisions.
Yankelovich a n d Im m erm ahr (1983) coined the term "discretionary
effort" that w orkers possess, that describes w orkers w ho are capable of
reaching levels of productivity above the m inim um requirem ents established
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by m anagem ent. The term is used here sim ilarly to the term "discretionary
income" as used in economics.

It is possible that the use of extrinsic

m otivators (hygiene factors) sim ply encourages w orkers to achieve the
m inim um requirem ents; but the use o f intrinsic m otivators (m otivational
factors) m otivate workers to exceed the m inim um and be productive to their
full capacity.

Theory X and Theory Y
The use an d understanding of intrinsic m otivators requires a different
view of the w orkers that has been trad itio n a lly revealed by h o sp itality
m anagers.

In 1963, Gellerman pointed o u t that " a good deal of m o d em

m anagem ent practice actually has a demotivating

effect in the sense of

causing em ployees to behave in ways th at th w art the organization" (p. 83).
Sharpe (1990) pointed out that som ething needs to be done about (hospitality)
m anagerial a ttitu d e in order to im prove em ployee attitude.

The cu rre n t

practice of treating employees as if they w ere little m ore than com m odities
needs to be phased out and replaced by the acknow ledgm ent that they are
people, responsive to genuine concern.
In 1960, D ouglas McGregor recognized the tw o different view s of
m anagem ent tow ards employees and labeled them Theory X and Theory Y.
Theory X describes the traditional view of m anagem ent — the view th at
people do not like to work, that they m ust be m ade to work and be constantly
watched over, and that they would rather be told w hat to do and not think for
them selves.

It is doubtful that there are m any m anagers to be found w ho

m ay profess to have a strictly Theory X attitude tow ards employees. But it is
ap p aren t that coercion, not m otivation, is the tool for eliciting behavior in
Theory X.

M ost em ploym ent experiences indicate that coercion is m ore
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readily u sed and understood by m anagers than motivation. H ow ever, even
w hen m otiv atio n is used it is p rim arily extrinsic - attractive salary and
benefits, a p p ro p ria te supervisory m ethods, a n d rew ard a n d p rom otion
program s are all effective traditional m eans of m otivation (Gellerm an, 1963).
But they are not the only m eans by w hich to m otivate employees.

Goll (1992)

p o in ted o u t that, "Pay becomes im p o rtan t w hen the reason for serving
becomes obscured." It becomes up to m anagem ent to build into the job the
other reasons for serving, in a d d itio n to pay, that w ill m otiv ate their
em ployees an d prom ote productivity.

To do so, m anagem ent needs to

recognize that employees w ant m ore and are capable of doing m ore.
Theory Y takes this latter view

— people do not inherently dislike

work b u t rather, develop their attitudes based on prior experiences, the use of
threat and coercion is not the only or the m ost desirable way of getting people
to w ork, people are capable of selecting their ow n goals and p u rsu in g them
w ith vigor, an d that people actually seek responsibility and not avoid it
(G ellerm an, 1963).

McGregor had also expressed that people w ere fully

capable of being self-directed, self-controlled, and of exercising high degrees of
im agination an d creativity (Miner, 1973).

Theory Y was the view advocated

by M cGregor (Gellerman, 1963; Miner,1973) and was eventually associated
with the idea of participative m anagem ent — w here individuals are allowed
to be active and participate in m aking decisions affecting their ow n career.

In

participative m anagem ent, the m anager takes on a role sim ilar to th at of a
teacher, colleague or consultant (Miner, 1973).
Do h o sp itality m anagers view their em ployees w ith T heory X or
Theory Y attitude? Hospitality literature suggests, unfortunately, that current
hospitality m anagem ent tends tow ard a Theory X view of its em ployees.
M eyer an d Schroeder (1989) linked high turnover in hospitality to the fact
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th at there is a lack of respect show n to frontline w orkers w ho deal with the
g u ests.

They w arned th a t em ployees "are not ju st cogs in some giant

hospitality machine, but are real people who m ust be treated humanely" (p.
6).

U m breit (1992) stated that, "Leadership m ust replace the old m anagem ent

sty le o f heavy-handed su p e rv isio n , control, an d th e assum ption that
em p lo y ees have little in itiativ e and creativity" (p. 71).

Perhaps m ore

im p o rtan t than the literature is w h at the em ployees feel themselves.

The

follow ing is an excerpt taken from an actual letter w ritten by a housekeeping
em ployee to the corporate office of her former employer:
When the new managers took over in January (1993) they did not feel that
introductions were important to the members of the staff, they left that duty to
the desk clerk. . . . They would have the houseman deliver them newspapers,
get donuts and wash their car during company time. At one time they insulted a
desk clerk by calling her stupid thereby reducing her to tears. Constant
criticism and tension was a day to day occurrence. They did not want anyone
speaking to the guests. If the guest required any additional services they were
required to go through the managers. 1 feel the new managers are very poor
"people managers." There does not have to be constant abuse to get people to do
quality work. Occasionally a word of thank you, as I got from the Vice
Resident, a pat on the back or just a nice word goes a long way in the taking
pride in your job. If the managers would take the time to realize that the
support staff is just as important as the management staff the stress of running
a motel would be subsided a little and everyone would be happy to come to
work.
(April 1993 Letter)

Goll (1990) w arned against extreme views of either Theory X or Theory
Y. H e felt that an extreme Theory X view could lead to a highly restrictive
e n v iro n m en t.

G ellerm an (1963) referred to th is as p u p p e te e rin g or

a u th o ritativ e m anagem ent.
co u ld lead to

Goll also felt that an extrem e Theory Y view

highly gullible m anagem ent. M iner (1973) indicated that

M cG regor recognized this as well.

The reality is th at there are som e

su b o rd in ates that are dishonest, incom petent and hostile. In the context of
T heory Y these individuals need to be dealt w ith firm ly an d dism issed, if
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necessary, for the good of the organization.

U nfortunately, according to

Miner, M cGregor’s views have yet to be em pirically tested. But his views on
Theory Y rem ain pop u lar (if not always practiced) and have a tendency to
reappear from tim e-to-tim e as show n in Q uality M anagem ent and in ideas
such as em pow erm ent.

Employee E m pow erm ent
E m pow erm ent of hospitality em ployees has enjoyed som e attention in
the literature as of late. In order to im plem ent em pow erm ent, m anagem ent
needs have tru st an d confidence in the abilities of its line level w orkers
(Sternberg, 1992; Sm ith, 1993).

This certainly im plies the need for a m ore

Theory Y attitude about people in general, and specifically tow ard employees.
E m pow erm ent m eans giving em ployees control over decision m aking,
inform ation, w ork conditions, and other job related procedures to generate
com m itm ent to the organization (Smith, 1993).

Sm ith outlined eight basic

dim ensions of em pow erm ent as proposed by Jones and Bearley in their 1988
study. It was called the Dimensional E m pow erm ent Model. E m pow erm ent
of self an d others w as at the center of this m odel and was the resu lt of
autonom y, centrality, involvem ent, control, influence, resources, clim ate and
the strengths of the individual.

Sternberg (1992) indicated em pow erm ent of

em ployees could be u sed in tw o aspects: m aking routine decisions and
im proving the organizational system.
Sternberg

credited em pow erm ent w ith increasing efficiency a n d the

response time to guests, increasing productivity, and increasing w orker self
esteem. Brymer (1991) listed several benefits of empowerm ent:
1. adjustm ents to guest bills do not increase and, in some cases,
decreased.
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2- better relationship betw een m anagem ent and front line employees,
3. m anagers have m ore time to handle m anagem ent related tasks,
4. em ployees assume m ore responsibility for their actions,
5. enables employees to grow and develop their potential w ithin their
present job,
6) guest satisfaction increases, and
7) enhances teamwork am ong all employees in zdl departm ents.
There are several ways in w hich an organization m ay im plem ent
em pow erm ent. The application begins w hen employees are given im portant
tasks, the discretion and the resources to do these tasks, recognition and
praise, they feel responsible for their own survival, know w here they fit into
the organization, feel comfortable that failure and surprises are tolerated, and
are encouraged to work in team s (Smith, 1993).

The im plem entation of

em ployee w ork team s has been one of the ways in which em pow erm ent has
received the m ost attention.

Schilder (1992) explained that, "Self-directed

team s em pow er em ployees to take on m ore responsibility a n d to m ake
decisions in areas previously reserved for management" (p. 67).
A nother team concept that has been m entioned in the literature is
Q u ality C ircles, w hich are fo u n d in Q uality A ssurance a n d Q u ality
M anagem ent approaches.

A lthough Q uality Circles have received m ixed

reviews as w hether or not they are successful (Steel and Lloyd, 1988), it is
generally agreed that w ork team s have a positive impact.

Schilder (1992)

quoted Bergman as saying, "Team direction is one of the best techniques for
realizing a payback in quality an d custom er service.

It is the ultim ate

productivity tool."

Steel and Lloyd (1988) found in their study on the effect of

Q u a lity

on

C ircles

affectiv e

re a c tio n s

(sa tisfac tio n ,

c o m m itm e n t,

involvem ent), w ith d raw al tendencies (turnover, absenteeism ), sense of
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com petence and job p erform ance (productivity a n d w o rk quality) only
m arginal su p p o rt for its efficacy.

H ow ever, they p o in ted o u t that more

longitudinal research needs to be conducted before im m ediate conclusions
can be draw n. O n the positive side, the benefits of gro u p problem solving (a
key elem ent of w ork team s and Q uality Circles) h av e been extensively
researched and docum ented.

G roup problem solving gives a better grasp of

the p ro b lem faced, m o re and better so lu tio n s a re g e n e ra te d , better
com m itm ent is obtained in im plem enting group g en erated solutions, and
im proved satisfaction an d perform ance is shown (Fox, 1987).
The m ost com m on problem found in im plem enting em pow erm ent
and w ork team approaches has been in encountering resistance from m iddle
m anagem ent and supervisors.

As Sternberg (1992) stated m any m anagers are

reluctant to give up control over m any situations. Schilder (1992) observed
that the im plem entation of work teams involves the transform ation of the
roles of both the m anagers and the employees.

M anagers are in essence

giving up som e of their h ard won pow er to their em ployees.

To do this

requires a m ove aw ay from the traditional Theory X attitudes an d away from
the trad itional bureau cratic and hierarchal stru ctu re th at m o st American
organizations consist of.

The (hospitality) com pany should ad o p t a bias

tow ard im plem enting ideas, instead of allow ing the usually bureaucratic
inertia to control its property (Sternberg, 1992).

O rganic and Mechanistic O rganizations
B um s a n d S talker (1961) described tw o c o n tra stin g system s of
m anagem ent that form as a result of variables in the environm ent.

They

contended that both types are "rational" forms of organization in that they are
deliberately created a n d m aintained to "exploit" h u m an resources in a
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m an n er th a t is the m o st efficient u n d e r th e circum stances.

If th e

environm ent is stable a mechanistic m anagem ent system is appropriate. In
an environm ent that is unstable and changing an organic system was said to
be m ore appropriate.

N eedless to say, the hospitality industry today is in a

dynam ic environm ent.
The m echanistic m anagem ent system w as based on, and is sim ilar to,
W eber's description of a bureaucracy (Bums and Stalker, 1961). Some of the
characteristics of this system are:
1. Specialized differentiation of functional tasks.
2.

In d iv id u al tasks are of an abstract n a tu re ten d in g tow ard technical

im p ro v em en t.
3. Individual roles are precisely defined according to rights, obligations and
technical m ethods.
4. Hierarchic structure of control, com m unication an d authority.
5. Com m unication is top-dow n from the hierarchy.
6.

Know ledge is concentrated at the top of the hierarchy; decisions are m ade

at the top.
7.

Interactions betw een m anagers and subordinates are vertical.

8.

T here is an insistence on loyalty to the com pany and obedience to

superiors.
9. Status is conferred upon by the individual's function in the organization,
not by outside knowledge, expertise and skill.
T he

o rg a n ic

sy stem

of m a n a g e m e n t

in c lu d e s

th e

fo llo w in g

characteristics:
1. A djustm ent and re-definition of individual tasks based on interaction w ith
the other m em bers.
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2. Individual tasks are realistic in nature and determ ined by the situation at
the time.
3. The ability to contribute any special know ledge and experience to tasks.
4. Com m itm ent of concern goes beyond the specific role or task.
5. N etw ork structure of control, com m unication and authority.
6. Knowledge regarding the technical or commercial aspects of a task m ay lie
anywhere in the organization.
7. C om m unication is lateral rather than strictly vertical betw een m anager
and subordinate. M anager is not so m uch a superior than a consultant.
8. C o n tact o f com m unication is in fo rm a tio n a n d advice ra th e r than
instructions a n d decisions.
9. C om m itm ent to organization's goals and the task at hand is m ore valued
than loyalty and obedience to the organization itself.
10. S tatus is confered upon by in d iv id u a l's know ledge, e x p ertise an d
affiliation in the general industry, not just w ithin the organization.
These above system s are representative of the different system s of
control, co m m unication and pow er th a t org an izatio n s m ay em p lo y in
response to changing environm ental conditions.

Burns and Stalker w ere

careful to m aintain that they do not endorse one form over another — they
just m eet different needs at different times. In 1989, Courtright, Fairhurst and
Rogers conducted a study on the actual com m unication patterns of m anagers
and subordinates in two factory locations, one organized by an organic , selfm anaging team philosophy and the other by a m echanistic, authority- based
philosophy.

It w as found that the two did indeed use different form s of

com m unication p attern s.

The o rganic system u tilized co m m u n icatio n

approaches th at w ere consultative, w ith m ore em phasis on negotiation and
discussion.

The m echanistic system u tilized com m unication p attern s that
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w ere argum entative and reflected m ore top dow n or on e w ay interactions
betw een m anagers and subordinates.

These findings w ere consistent with

previous research that they had cited throughout their study.
The question remains: Is an organic system or a m echanistic system of
m an a g e m e n t a p p ro p ria te for h o sp ita lity m an a g em en t in

the 1990's?

Evidence show s that hospitality currently exists in an unstable and volatile
environm ent that promises m ore of the same in the future.

Chon and Olsen

stated, "Hospitality m anagers today are faced with environm ental influences
an d changing trends th at are increasingly m ore com plex, dynam ic and
uncertain" (1987, p. 55).

Some of the trends they m entioned include

changing dem ographics of the country, increase of short term leisure activity
and travel, em phasis on technology, em phasis on law s a n d regulations
affecting hospitality, the prom otion of domestic and international tourism,
and the tightening of the labor force market.

Lodging H ospitality's fourth

annual N ew Year's survey in January 1993 reported that som e of the concerns
facing hoteliers involved the stalled economy, su p p ly /d e m a n d imbalances,
in creased governm ent regulation, rate cutting and ra te w ars, and the
increasing global competition.

A lthough productivity grow th in the service

in d u stry , w hich includes h o sp itality , was no t ex p ected to keep w ith
m anufacturing; m ost of the job grow th projected from 1990 to 2005 was
reported to be expected in services (Carey & Franklin, 1991).

All this indicates

that an organic system of m anagem ent m ight be w orth som e consideration.
W yckoff (1984) stated, "Instead of a mechanistic approach, the new quality
m anagem ent techniques cultivate thinking employees w ho u nderstand and
im prove the service-m anagement process " (p. 82).
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L eadership versus M anagem ent
"If w e w ant to com pete in the world of the 21st century, we'll have to
p h ase o u t 19th century m anagem ent" (Sharpe, 1990, p. 103). The literature
suggests that m anagem ent perhaps should not be so m uch phased out, but
that leadership needs to be phased in.
In 1973 M intzberg defined w hat a m anager is and then described ten
roles th at a manager assum es in order to carry out h is /h e r basic purposes. He
stre sse d th at rather th an assess the function of th e m anager, the roles
m anagers play should be assessed. A m anager in M intzberg's view was "the
person in charge of the form al organization or one of its subunits" (p. 138).
The basic purposes of a m anager is to ensure the efficient production of goods
a n d /o r services, ensure th e organization serves the needs of those who
control it, act as a com m unication link betw een th e organization and the
en v iro n m en t in w hich it functions, and to assum e responsibility for the
o rg an izatio n 's status system .
w o rk in g roles of:

T ow ard this end, s / h e m ust assum e the

fig u reh ead , leader, liaison, m onitor, dissem inator of

in fo rm ation, spokesperson, en trep ren eu r, d istu rb an c e h a n d ler, resource
allocator, and negotiator. In the roles of figurehead, spokesperson, negotiator
and disturbance handler the m anager has duties to perform . But in the roles
of leader, entrepreneur an d resource allocator the m anager is given certain
rights. These rights are to influence and set the direction for the organization
(it seem s m anagers have higher order needs to fulfill as well). M intzberg (in
Schlage, 1992) felt that the shift in society tow ard greater organizational
dem ocracy will cause m anagers to spend m ore tim e in the leader role. The
role of leader was described as "responsible for the m otivation and activation
of subordinates: responsible for staffing, training, and associate duties."
(M intzberg, 1973, p. 92).
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Kotter (1990) described leadership and m anagem ent as "two distinctive
and com plem entary system s of action.
characteristic activities.

Each has its ow n function a n d

Both are necessary for success in an increasingly

complex a n d volatile business environm ent" (p. 103).

The difference

betw een the tw o is that m anagem ent is about coping w ith complexity;
brings order and consistency to the organization.

it

Leadership is about coping

with change; doing w hat is necessary to change in o rder to m eet the needs of
an environm ent that is changing.

Kotter delineated these differences along

three functions:
1. W hat needs to be done. Managers accomplish this through planning
émd budgeting. This produces order and sets goals and targets to be reached.
Leaders accom plish this through setting a direction.

This encom passes a

vision along w ith strategies for change to achieve this vision.

K otter

em phasized th at long or short term planning will be for naught w ith o u t
direction to set the param eters.
2. C reating netw orks and relationships to get w hat needs to be done,
done. M anagers accomplish this by organizing and staffing. They create the
structure of jobs, com m unication flow, training, delegation of authority and
economic incentives. Leaders align people by com m unicating the vision and
direction. This leads to em pow erm ent which enables people to initiate action
and ideas that are in sync with the organization's goals and targets.
3. (jetting people to do it. Managers do this by controlling and problem
solving.

This is th ro u g h a system of targets, control m echanism s and

discipline. Leaders do this by m otivating people to w ant to do it.
develop ways to m ake w ork intrinsically m otivating.

Leaders

This is accom plished

through a system of shared values, increased involvem ent and participation,
and by providing coaching, feedback and role modeling.
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K otter believed in creating a culture of leadership in w hich there is the
use of inform al relationships, shared vision and values, and w here challenge
is built into the jobs. The leader is no t just located at the top of the hierarchy there are leaders located throughout the organization.
Zenger (1985) described m anagem ent as the adm inistrative ordering of
things', w hile leaders provide vision, inspiration, m otivation and direction.
A lthough he differentiated the tw o roles he recognized "the lack of crisp
d istin ction a n d the im portance of b oth factors.

All lead ersh ip an d no

m anagem ent w ould be as serious a problem as our current im balance in the
other direction". Goll (1992) described m anagem ent as "the process for getting
w ork done through others. Leadership is helping others to help themselves"
(p. 120). H e pointed out that neither one w as preferable to the other — both
w ere im p o rtan t in the hospitality organization. He term ed the relationship
as m anagerial-leadership. To be effective a person m ust possess a fine balance
of both m anagerial and leadership attributes. Goll observed that, "W e m ay
have enough m anagers, what is needed is m ore leadership" (1990, p. 92).
Two studies have provided conflicting views on the role of the leader
in hotel general managers. Ley (1980) researched the daily activities of hotel
general m anagers to determine how m uch time they allocated to the various
m anagerial roles as described by M intzberg. The time spent in each role was
com pared to the effectiveness rating o f each of the general m anagers by their
corporate office.

The most highly effective m anagers w ere the ones that

allocated m ore tim e to the entrep ren eu r role.

The general m anagers that

w ere judged to be m ore effective actually spent less time in the leader role.
H ow ever, several items should be poin ted out. First, the sam ple size was
very sm all (seven).

Second, the general m anagers researched felt that the

corporate office w as apt to judge their effectiveness m ore on how m any hours
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they stayed a t the office.

T hird, an effectiveness ratin g strictly from the

corporate office is a narrow viewpoint.
A m a ld o (1981) com piled a profile of general m anagers on several
dim ensions including the am ount of time and im portance they allocated to
M intzberg’s ten managerial roles. It was found in this study that the role of
leader, as defined by Mintzberg, claimed the m ost tim e and was believed to be
the m ost im portant. In addition, it was expressed by the general m anagers
that their effectiveness and the success of their properties " . . . rested on their
ab ility to m o tivate an d direct the other h otel staff m em bers directly
responsible for the execution of hotel operations" (p. 40).
It is doubtful that an organization will ever get rid of m anagers in
favor o f ju st leaders, nor should this be done.

The functional aspects of

m anagem ent are, and will continue to be, of im portance. But the literature
strongly suggests that m anagem ent needs to develop leadership traits in order
to be tru ly effective.

W hat is needed is a finer balance in the skill of

m anagem ent and the art of leadership.

S um m ary
M otivation, intrinsic m otivators. Theory Y, em pow erm ent, organic
system s of m anagem ent and leadership are all theories that built on and
reinforced each other throughout the years. W hile often proving empirically
difficult to substantiate and resistant to quantification these ideas continue to
stand the test of time and seem to have the habit of reappearing from time to
time. Q uality M anagem ent, in particular the D em ing M anagem ent Theory,
makes liberal use of all these ideas and even provides the means to quantify
them in term s of productivity w ith the use of statistical theory.
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DEMING MANAGEMENT THEORY
There have been a num ber of individuals responsible for introducing
an d p ro m oting q u a lity m anagem ent in th e U n ited States.

The m ost

influential to the hotel com panies analyzed in this stu d y were: W. Edw ards
Deming, J. M. Juran a n d Philip Crosby. T hese individuals differ in their
precise interp retatio n o f how to go about achieving quality.

D ealing's

emphasis has been on leadership, knowledge and the appreciation of system s,
Juran's on strategy and structure in a project-by-project approach, Crosby's on
"Zero Defects" and prevention — "Do It Right the First Time " (Suarez, 1992).
Dealing and Juran prom ote the use of statistics and quality control.

Crosby

and Juran encourage goal setting to manage quality. All agree that the quality
tran sfo rm ation m ust com e from the s u p p o rt a n d com m itm ent of top
m anagem ent, em ployees m u st be included in the process, that quality and
education m ust be a continuous process, and that custom ers are both internal
and external.
It is the ideas and teachings of Deming that have been the focus of this
study.

D ealing M anagem ent Theory combines the use of statistics w ith a

quality philosophy that is readily adaptable to the service and hospitality
environm ent as well as m anufacturing.

As D em ing (1986) pointed out:

A system of quality improvement is helpful to anyone that turns out a product or
is engaged in service, or in research, and wishes to improve the quality of his
work, and at the same time to increase his output, all with less labor and at
reduced cost. Service needs improvement along with manufacturing. Anyone
that ever registered at a hotel in the United States will endorse this
statement, I am sure. Inefficiency in a service organization, just as in
manufacturing, raises prices to the consumer and lowers his standard of living.
The principles and methods for improvement are the same for service as for
manufacturing. The actual application differs, of course, from one product to
another, and from one type of service to another, just as all manufacturing
concerns differ from one to another.
(Out of the Crisis, 1986, p. 183)

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

31
Several hotels have recognized the need for Q uality M anagem ent and
have been for recognized their efforts:
1. The Ritz C arlton H otels w as one of the w inners of the 1992 M alcolm
Baldridge N ational Quality Award, an aw ard issued by the U.S. D epartm ent of
Commerce and presented by the President. This aw ard is based on Quality
M anagement principles and tools (W atkins, 1992).
2. In Lodging's Sum m it M eeting IV (1992), W estin H otel's Jim T readw ay
em phasized his belief in Q uality M anagem ent as a w ay to deal w ith the
industry's current issues of productivity and growth in the future.
3. The Riviera H otel and Casino in Las Vegas has em barked on a Q uality
Management program as part of its court-ordered reorganization structure.
4. M arriott H otels has been sending representatives to q u a lity sem inars,
including Dem ing's Quality, Productivity and Com petitive Position (Deming,
1993).
5. The MGM G rand Hotel, Casino and Them e Park, opening early 1994 in Las
Vegas, has reco g n ized the need to use Q uality M an ag em en t in the
managem ent of the w orld's largest hotel and casino (Kiser, 1993).
It is im portant to note that D em ing does not recognize the often used
term Total Q uality M anagem ent in his sem inars or his w ritin g s.

Total

Quality M anagem ent has been used and prom oted as a "fad" or as a "quick
fix" solution by m any com panies and "quality consultants" w h o do not
understand or use the quality philosophy of Deming. H e has m ade it a point
that he wishes to not be associated w ith Total Q uality M anagem ent by
appearing unfam iliar w ith the term w hen it has been used in his presence
(Deming, 1993). Therefore, from now on the term Total Q uality M anagem ent
will not be used in conjunction with Dem ing's philosophy.
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D em ing w as bom in 1900 an d is a consultant. D istinguished Professor
in M anagem ent at Columbia U niversity, and Doctor in M athem atical Physics
from Yale.

In the 1920’s he cam e u n d er the influence (along w ith Juran) of

W alter S h ew art and the ideas of Statistical Process C o n tro l a t the Bell
Laboratories. How ever, America, already the w orld leader a t th at tim e, was
not p rep ared to take on a transform ation to quality. Following W orld W ar II,
D em ing w as invited to Japan by Japan Union of Scientists a n d Engineers
(JUSE). The Japanese w ere read y to listen to quality and statistical process
control in o rd er to rebuild the country.

Deming was also ready for them.

L earning his lesson from the A m ericans, he cam e arm ed no t only w ith
statistics, b u t w ith a philosophy to su p p o rt his quality theories. W alton has
quoted D em ing as having said, "He that starts w ith statistical m ethods alone
will not be here in three years" (1986, p. ).

In 1980, thirty years after he first

tau g h t th e Japanese his m ethods, D em ing was "discovered" in Am erica.
W alton p o in ts out, "At a tim e in their lives w hen m ost m en w o u ld have
long since retired . Dr. D em ing w as catapulted into natio n al prom inence"
(1986, p. 17).
As m entioned earlier, D em ing differs from the the oth er quality gurus
in that he takes a systems and leadership approach to quality. N ot only does
he po in t o u t w hat is w rong w ith current American m anagem ent practices in
his "Seven D eadly Diseases", b u t he indicates w hat can be d o ne right in his
"Fourteen Points or Obligations of M anagement".

M any m ay find Dem ing

difficult to im plem ent at first because he does not spell ou t a precise roadm ap
for com panies to follow. He is disdainful of such approaches, calling them
"instant pudding" and feels it is just another indication of w hat's w rong with
m anagem ent;

always searching for quick answer» and in stan t solutions to

problem s that have taken decades to create. This is perhaps w hy he does not
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provide an exact term for quality. The definition and p ursuit of quality m ust
be individually tailored to su it the custom er's and in d u stry 's needs. M any
com panies w ho h av e u sed Dem ing's philosophy to p u rsu e quality have
created their ow n nam es for the quality transform ation — Total Q uality
M anagem ent, T otal Q u ality L eadership, T otal Q u a lity C ontrol, Q uality
Im p ro v e m e n t

P ro c e s s

and

C o n tin u o u s

Im p ro v e m e n t.

Q u a lity

im provem ent can only be achieved through know ledge as he explains in his
"System of Profound Knowledge". He also provides tools that can be used to
im prove quality: "Plan-Do-Check-Act Cycle", control charts, and process
im provem ent through the evaluation of variations.

Seven Deadly Diseases
These diseases are the roadblocks to q u ality im provem ent.
describe a

They

reactive style of m anagem ent that only view s the short term

profits and uses fear to control its employees, reflecting a Theory X attitude.
1. Lack of constancy of purpose.
2. Emphasis on short term profits.
3. Evaluation by perform ance, merit rating or annual review of performance.
4. Mobility of m anagem ent, rather than preferred stability.
5. Running a com pany on visible figures alone.
6. Excessive medical costs.
7. Excessive costs of w arranty, fueled by lawyers that w ork on a contingency
fee.
D em ing also identifies several "obstacles" th at th w a rt pro d u ctiv ity
which include: neglect of long range planning, relying on technology to solve
problem s, seeking exam ples to follow ("quick fix solutions") rather than
developing ow n solutions, and excuses such as, "O ur problem s are different".
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Fourteen Points or Obligations of M anagem ent
Once the o ld "deadly" m anagem ent norm s have been recognized and
discarded, new m anagem ent norm s in the form of the "Fourteen Points"
m u st be ad o p ted in o rd er to pursue quality.

These describe a style of

m anagem ent th at is proactive; thinking in term s of leadership, team w ork,
pride of w orkm anship, continuous im provem ent and the long term good of
the organization.
1. Create constancy of purpose for im provem ent of product and service.
2. A dopt the new philosophy.
3. Cease dependence on mass inspection.
4. End the practice of aw arding business on price tag alone.
5. Im prove constantly and forever the system of production and service.
6. Institute training.
7. Institute leadership.
8. Drive out fear.
9. Break dow n barriers between staff areas.
10. Eliminate slogans, exhortations, and targets for the workforce.
11. Eliminate num erical quotas.
12. Remove barriers to pride of workm anship.
13. Institute a vigorous program of education and retraining.
14. Take action to accomplish the transform ation.
A critical m ass of people in the organization, starting at the top, m ust
understand this philosophy and be willing to invest the time and effort in the
transform ation to quality.

This will take a special top m anagem ent team ,

trained in statistical m ethods with a precise plan of action. Com panies need
to start out small. They can not change the entire organization at once. It is
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im portant to start out process-by-process until it is ingrained in the com pany
philosophy.

System of Profound Knowledge
The transform ation needed to discard the old norm s and a d o p t the
new ones can only be accomplished th ro u g h knowledge and u n d erstan d in g
in the follow ing four areas.

D em ing (1993) em phasizes that one does not

have to be an expert in all four areas, just be knowledgeable of them.
1. System: Appreciation for a system is the first part of know ledge. The
aim of a system is for everyone to gain. This includes employees, custom ers
(guests), stockholders, suppliers and the com m unity.

"M anagem ent of a

system req u ires know ledge of the inn er-relatio n sh ip s b etw een all the
components w ithin the system and of the people that w ork in it" (Deming,
1989).
2. Theory of variation.

Some know ledge of statistical th eo ry and

variation is useful for u n d erstan d in g differences betw een p eo p le, their
interactions an d the system in which they work. There are two types of errors
m ade w ith variations. Error one is w hen special cause variations occur and
are treated as if they were common cause variations. Error two occurs when
common cause variations are treated as if they w ere special cause variations.
M ost errors

are the latter type a n d both can only be corrected w hen

m anagem ent changes the system.
D em ing prom otes the use of the Shew art "Plan-Do-Check-Act Cycle"
(Deming, 1993, now calls this the Plan-Do-Study-Act Cycle but it is the sam e
concept) in understanding variations in output, services and product.
cycle is show n in Figure 2 on the next page.
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PLAN

ACT

1. Plan the change in process
2. Do the change
3. Check to se e if the change
in process has occured
4. Act upon the results

DO

CHECK

Figure 2. Deming/Shewart PLAN-DO-CHECK-ACT Cycle
This tool uses m easurem ent, data, and control charts to understand
and im p ro v e processes that cause problem s in the o rg an izatio n .

W hat

d ifferen tiates this from trad itio n a l problem solving is that it is to be
considered a continuous cycle of im provem ent. Processes are forever being
m easured a n d im proved upon.

H ow ever, Deming points o u t that not all

processes th at are subject to variation can and should be m easured. Deming
(1986) q u oted Lloyd S. Nelson, "The m ost im portant figures that one needs
for m anagem ent are unknow n or unknowable." Deming continued, ". . . but
successful m anagem ent m ust nevertheless take account of them " (p. 121).
3.

T heory of know ledge.

A function of m anagem ent is planning.

R ational p la n s are based on p red ic tio n s invo lv in g p e o p le , behavior,
conditions, an d the perform ance of equipm ent, procedures an d m aterials.
In terp retatio n and use of d ata are predictions that are based on theory.
Theory com es from know ledge.
inform ation.

K now ledge is not sim ply experience or

Theory provides for the rational use of the inform ation and

leads to prediction and planning.

Inform ation, no m atter how com plete or

how efficiently a n d /o r effectively conveyed is not, in itself, indicative of
knowledge. Knowledge comes from theory.
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4.

Theory of psychology. There is the need to understand interactions

betw een people and to acknow ledge that people are different and leam in
different ways.

M anagem ent needs to u n d e rstan d the use of intrinsic vs.

extrinsic rew ards. Extrinsic rew ard m ay indirectly bring positive results, b u t
total subm ission to them leads to d estruction of the individual.

People

(employees) have a need for relationships, self-esteem, and respect that comes
from intrinsic rew ards.
and to innovate.

People are bom w ith a natural inclination to leam

The current m anagem ent practice of ranking and rating

people shatters intrinsic m otivation (Deming, 1993).

ISSUES OF CONCERN IN QUALITY MANAGEMENT
Several recent publications have b eg u n to en um erate the various
draw backs to Quality M anagem ent (or referred to by m any as Total Q uality
M anagement).

Articles in N ew sw eek (1992) an d Wall Street Joum al (1992)

have both presented Q uality M anagem ent as an overrated m anagem ent
phenom ena.

M athews and Katel (1992) cited problem s such as excessive

paperw ork, too m uch time and effort, and that it is "little protection against
h ard times" (p. 49). Fuchsberg (1992) referred to practices such as w orker
teams and benchm arking used in Quality M anagem ent as "trendy". He d te d
a study done by Ernst and Young that found that m any com panies w ere
w asting millions of dollars per year on quality im provem ent strategies that
do not work. Performance is not im proved and m ay even be h u rt in som e
cases. Some reasons given w hy is that quality team s eventually lose their
focus and their value to the com pany and that too m any quality practices are
being embraced all at once.
Leibman (1992) indicated that there w ere several pitfalls that can occur
in Quality M anagement:
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1. Buying a quality program "off-the-shelf’
2.

Placing too m uch emphasis on training

3. Forgetting the external custom er in all the process and training of the
internal ones
4. Q uantity in data collection rather than quality
5. Perm ission of leadership to m ake decisions w ans after some time
6. Still u sin g traditional compensation m ethods; team effort but individual
rew ards
7. Reinforcing old hierarchal habits of decision m aking
U pon closer inspection it can seen th at these problem s blam ed on
Q u ality M an ag em en t are sym ptom s of pro b lem s, not the p ro b lem s
themselves.

If one was to use the M anagem ent By Values approach as an

émalyticéd tool, it m ay be found that com panies experiencing these sym ptom s
have far deeper problem s in their m anagem ent.
First, th ere m ay be an inconsistency w ithin the values, goals and
norm s of the company. The company m ay be espousing the values of Q uality
M anagem ent, b u t has not changed the w ay it m anages its em ployees.
A nother rea so n m ay be that esp o u sin g v alu es conducive to Q u a lity
M anagem ent is not the same as actually believing them.
Second, there m ay be an imbalance in the system. Too m uch em phasis
on data, m easurem ent, paperwork, training, and teams shows too m uch time
consum ed w ith the details of Q uality M anagem ent and not enough time
spent on u nderstanding it as a philosophy. Is m anagem ent being responsive
to the needs of the employees?

It m ay not be if it is still relying on the

traditional hierarchy to communicate w ith and rew ard its employees.
Third, the organization m ay still not view its organization as a system.
C hanging m an ag em en t practices does not autom atically ensure financial
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success.

W hat are the potential effects on em ployees, custom ers, and

especially, m iddle m anagers and supervisors? All these m ust be considered.
In the end, it m ay all come dow n to the values of the organization and
its leader(s). Com panies that experience problem s with Q uality M anagem ent
m ay be view ing it as a quick fix so lu tio n to all their p roblem s (it is
conceivable th at som e quality "experts" or consultants are prom oting it as
such).

In reality these problem s m ay be sym ptom atic of inconsistencies in

the com pany's values and practices, an inconsistency in Q uality M anagem ent
values and actual com pany values, im balances in how Q uality M anagem ent
tools are used, and inability to consider the effects of Quality M anagem ent on
everyone in the organizational system. Q uality M anagem ent itself m ay not a
fad; the use of it in the hands of m anagem ent that has not fundam entally
changed its w ay of thinking and treating employees, it can become a fad. A
com pany th at uses the term inology of Q uality M anagem ent a n d throw s
together a few Q uality Circles is not practicing Q uality M anagem ent by any
stretch of the im agination.

As Berwick noted, "Q uality M anagem ent

m ethods can not flourish in organizations com prised of individuals w ho are
not interested in Q uality M anagem ent or w ho lack basic m anagem ent skills"
(1992, p. 30).

MANAGEMENT BY VALUES (MBV)
This m odel m ay be used in assessing the efficacy of D em ing's Quality
M anagem ent.

W hy are some com panies successful in pulling together all

D em ing's ideas u n d er Quality M anagem ent and w hy are other com panies
failing? The answ er m ay lie in w hat w ould have been the second hypothesis
in this study — another approach to m anagem ent entitled M anagem ent By
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Values, w hich also has its roots in the sam e psychological and sociological
theories discussed earlier.
MBV is more than just a concept or a management style. It is a philosophy from
which a style (or several styles) may flow. It represents a method employers
may use to determine rather effectively the quality of the environment within
the organization. It is intended that it be used primarily as an analytical tool.
It is an approach to developing greater consistency throughout an organization
as a basis for shaping and clarifying individual behaviors that are consistent
with the reason Âe organization exists. This consistency may be seen as
enhancing personal satisfaction and productivity as well as creating
organizational stability.
(Goll,199U,p.55)

M an ag e m en t By Values is an ap p ro ach d e sig n e d to encourage
hospitality m anagers to become m ore responsive to their em ployees; to be
leaders. T here are three com ponents of the M anagem ent By Values model
th at d e scrib e how m anagem ent m ay create a p o sitiv e o rg an izatio n al
e n v iro n m e n t.

The Action Triad
A t the h eart of M anagem ent By Values lies the relationship between
the organization's values, goals, a n d norm s.
"Action Triad".

Together these m ake up

the

Values give m eaning to the organization an d everything

that is done w ithin it. Goals are the tangible m anifestations of those values.
The organization achieves its goals, but lives by its values. The goals and the
values com bine to create the organization's mission statem ent.

N orm s are

the m ethods by which an organization achieves its m ission statem ent, that is,
achieves its goals while enhancing and protecting its values.
The d egree of consistency betw een the values-goals-norm s directly
contributes to a positive or negative organizational environm ent w hich can
im part personal satisfaction, productivity, and organizational stability. This
effects the quality of the organization and its environm ent. "It all starts with
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the values an d the degree to w hich the norm s enhance and protect those
values" (GoU, 1992).

A com pany that has established norm s that are not

perceived to be consistent w ith its values creates an inconsistency within the
action triad. This negatively affects the employees in the organization and its
e n v iro n m en t lead in g to em ployee role am b ig u ity ra th e r than clarity,
culm inating in a negative environm ent.

It is in this negative environm ent

that quality service and productivity will not be realized.

System Mentality
The idea of system m entality is a subset of, and w orks in conjunction
w ith M anagem ent By Values.

A ppreciating the definition of a system , a

system m entality recognizes that changing or influencing one p a rt of a system
has the potential for impacting all parts of the system (Goll, 1990, p. 50). It is
not just the em ployee who is affected by the organizational environm ent.
T here are fo u r c o n stitu en cies served by m an a g em en t in a "System
Mentality": employees, guests, owners and the organization itself. In viewing
h o sp itality w ith a "system m entality",

one could conclude that being

resp o n siv e to the needs of the em ployee m ay h av e the potential for
im proving guest service, increasing the retum -on-investm ent for the owner,
and ultim ately strengthening the organization itself. In taking into account
the action triad, one needs to closely consider the effects of any changes to the
values-goals-norm s an d how they will effect the system . "The quantity and
retum ability of guests m ay be directly related to the quality and retainability of
em ployees, as in a cause-effect relationship" (Goll, 1992).

An effective

organization is a system that has all its constituencies interacting and working
together to reach the organization's goals and objectives.

The "glue" that

holds all these parts together is the values of the organization.
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Balanced M anagem ent
This is an approach to m anagem ent that encourages flexibility and
responsiveness of behavior in order to respond effectively and efficiently to
situations th at occur.

It is also a subset, an d w orks in conjunction w ith

M anagem ent By Values. The antithesis w ould be rigid and highly structured
m anagem ent styles that do not recognize the needs of all the constituencies in
the system — especially the employees.

"The new service m odel requires

firms to focus on the custom er and design system s to support the employees
em pow ered to deliver value and high-quality service" (Umbreit, 1992, p. 71).
The responsiveness to all four constituencies in the M anagem ent By Values
m odel needs to be kept in a balance.

The tw o prem ises upon which the

Balanced M anagem ent approach is built are:
1. A ny strength carried to an extrem e has the potential to become a
weakness.

This thought can also be applied to the theories of leadership

and m anagem ent. Theory X and Theory Y, quantity and quality, intrinsic and
extrinsic m otivators, and em pow erm ent.

Too m uch of anything, even a

"good thing", m ay become detrim ental to the organization's effectiveness and
efficiency.
2.

M anagem ent needs to be m ore responsive to the needs of its

employees.
The first step in all situations in the M anagem ent By Values m odel is
to U nderstand the Situation (UTS). This is to be know ledgeable and familiar
with all aspects of the situation, the people (internal and external customers),
the organization, and the environm ent.

This is to take into account the

concepts in the Action Triad, System M entality and Balanced Management. It
is to understand that to be responsive to the em ployees is to understand that
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they m ay w a n t rew ard s oth er th an th o se ex trin sic ones tra d itio n a lly
understood by m anagem ent; it is to see the organization through the eyes of
those that w ork in it. The last step in all situations is to Review, Reinforce
and Revise (RRR). This is where m anagem ent verifies the effectiveness o f its
norm s in reaching its goals. If the norm s are not achieving the goals then
they m ay need to be revised; if they are, they should be reinforced.
M anagem ent By Values through its prom otion of consistency in an
organization's action triad, responsiveness to the needs of the em ployees as
p a rt of the organizational system, and the use of balance and flexibility in
utilizing m anagem ent tools, creates a positive w orking environm ent w here
the goals of quality service and p ro d u ctiv ity m ay be able to flourish.
H ow ever, M anagem ent By Value's real v alu e m ay lie in its use as an
analytical tool to determ ine the effectiveness of m anagem ent styles such as
Q uality M anagem ent. M anagem ent By Values answ ers the question w h v an
organization sets the goals it does to achieve quality service and productivity
and explains w h v m anagem ent has chosen particular norm s to su p p o rt those
goals. It explains w hy some organizations are able to achieve their m ission
statem ent a n d others are not.

Indeed, M anagem ent By Values answ ers the

question why.
Both Q uality M anagem ent and M anagem ent By Values are m odels of
m anagem ent that not only encourage a proactive m anagem ent style, they
require it. This style includes thinking long term , continuous im provem ent,
u n d e rs ta n d in g th e situ atio n in the o rg an iz atio n , the im p o rta n c e of
employees in the organizational system, and the use of intrinsic rew ard s to
im prove perform ance.

Both m odels have m any sim ilarities as sh o w n in

Figure 3 on the following page.
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Quality Management

Management By Values

Some companies may be more likely
tp pursue quality and Quality
Management because of their values
and beliefs.

Action Triad:

Goals for new corporate culture based
on quality are set.

2. Goals - the "what"

Deming's 14 Points - new management
norms
Seven Deadly Diseases - old management
norms
System o f Profound Knowledge:
1. Appreciation for a system.
Components: employees, customers,
stockholders, suppliers, community
2. Theory o f Statistics (Variation).
Common cause vs. special cause varations.
PDCA Cycle o f Continuous Improvement
and Process Improvement.
Use of control charts and data to understand
processes.

1. Values - the "why”

3. Norms - the "how"

System Menialiiy:
Four constituencies:
employees, guests,
owner, organization itself

Understanding the
Situation
Review, Reinforce, Revise

Balanced Management;

3. Theory of Knowledge.
Management is planning based on
prediction based on theory.
Theory comes from knowledge, not just
experience or information.

1. Any strength carried to an
extreme
has the potential to become a
weakness.

4. Knowledge of Psychology.
Use of Instrinsic Rewards.
People arc different (leam differently).
People have an inherent joy of learning.

2. Being responsive to the
needs of the employees.
Use of intrinsic as well as
extrinsic rewards.
"Pay becomes a motivator
when the reason for serving
becomes obscured."

Management:
Present norms of management are
ineffective creates an environment of (car and
obsession with the short term.
Only management can change the
system;
not workers.
Leadership is needed.
Proactive Management needed.

Management:
Management actions that
cause imbalances and
inconsistencies in the
Action Triad lead to a
negative organizational
environment.
Managerial-Leadership
needed.
Proactive Management is needed

Figure 3. Comparison of Quality Management and Management By Values
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The second hypothesis for this stu d y w ould have been:

M anagem ent By

Values can be used as an analytical tool for assessing the effectiveness of
Q uality M anagem ent in a hotel.

M anagem ent By V alues explains why

h o sp itality com panies m ight be w illing to consider the tim e, effort and
expense in achieving a total quality environm ent — it is their values. The
organization's values a n d goals m ust be reinforced by corresponding norms,
such as Deming's Fourteen Points.

O rganizations that are unsuccessful in

utilizing Quality M anagem ent m ay be espousing quality values and goals but
have not discarded the old m anagem ent norms (Seven D eadly Diseases) that
are unsupportive of such efforts.
only

Those organizations m ay be focusing on

one area of q u a lity m anagem ent, such as d a ta g a th e rin g and

m easurem ent, thereby creating an imbalance in the system . This is an idea
that will discussed in m ore detail in the conclusion, bu t as a hypothesis, went
beyond the actual scope of this research.

SUMMARY
This chapter discussed the issues of productivity and quality service in
relation to the hospitality industry and provided an synopsis of som e of the
underlying psychological and sociological theories that m ay have contributed
to Quality M anagem ent as espoused by W. Edwards Deming. In addition, an
o v erv iew of Q u ality M anagem ent an d M anagem ent By V alues w ere
presented and com pared. H ow these theories have been p u t into practice by
one hotel compan

/ill be the topic addressed in the rem aining chapters.
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CHAPTER m

METHODOLOGY

INTRODUCTION
A discussion of the use and issues of Case Study research is included.
The Case Study Design and Protocol, which outline the procedures followed
and the sources and analysis of information collection are presented. The
Case Study m ethodology w ith regard to the use of sem i-structured interviews,
selection of subjects and analysis of the information is discussed.

CASE STUDY RESEARCH
In review of several case study approaches, the procedural guidelines as
described by Yin (1989) w ere chosen. His discussion of case study research and
analysis was deem ed particularly cogent to the study amd are presented as a
m odel.

A ccording to Yin, case stu d y research is advocated u n d e r three

conditions.
First, the type of research question focuses on w hy an d how , and
sometimes what. This study has addressed all three:
1. W hy did the subject hotel undertake Quality M anagem ent?
2. H ow w as Q uality M anagem ent started, im plem ented and supported
throughout the company?
3. W hat are the results on employee productivity?
The hypothesis an d sub-hypothesis of the research centered around the
issue of productivity of the employees.

The question of productivity was
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addressed in three parts: 1) the definition of productivity as used by the
subject hotel,

2) the m easures of p ro d u ctiv ity in lodging used by the

company, an d 3) the actual results in term s of productivity in lodging a t the
properties and com pany-w ide.
Second, the ex ten t of control the investigator has over the actual
behavioral events is m inim al.

This case stu d y w as descriptive in nature.

Therefore, there was m inim al to no extent of control over any events.
Third, the focus is on contem porary events w hen relevant behavior
can n o t be m a n ip u la te d . Behavior has n o t been m an ip u lated in the
observation and interview ing of subjects in the study.
There are som e problem s w ith case stu d y research that can be
overcome in the design of the study. There are four criteria in judging the
quality of case study research design:
1. The construct validity in providing correct operational m easures for
em ployee productivity in hotels was som ew hat problem atic as productivity
in hotels is not standardized except for a few econom ic measures.

Because

this was a descriptive case study it was decided to use both the definition and
the m easures of productivity as provided by the subject hotel(s).
2. Internal validity is an issue in trying to determ ine a causal effect
betw een p ro d u ctiv ity a n d quality m anagem ent.

As discussed. Q u ality

M anagem ent is a com pilation of many theories in psychology, sociology and
statistics. Any changes in productivity may be d u e to any one or combination
of these theories.

A nother factor could be the popularized "H aw thorne

Effect", as noted by Elton Mayo in 1929, cited in m any m anagem ent and
psychology textbooks. It could have been the increase as well as decrease in
interest show n by m anagem ent in its training and team form ation tow ards
the w orkers th at im pacted em ployee p ro d u ctiv ity .

Also, the inform al
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relationships, peer pressure,

am ong the em ployees them selves m ay have

h ad an im pact on results. Again, this w as a descriptive study an d any such
effects on productivity should be noted w ith caution.
3. External validity has been a m ajor problem in conducting case study
research, particularly single case research.

Yin observed that it has been

accused that these offer a "poor basis for generalizing" beyond the im m ediate
study. H ow ever, the subject hotel has not been presented as a representative
of all hotels, although it well could be.

In addition, in case studies, findings

do not rely on statistical generalization, b u t rather analytical generalization —
can the results be generalized to theory? A better question for the purpose of
this s tu d y w o u ld be:

Are changes in p roductivity in the subject hotel

consistent w ith the theory of quality m anagem ent?
4. Reliability addresses the issues of replicability of the research. This
can be overcom e by use of case study protocol, which is part of d ata collection
p r e p a r a tio n

and

d o c u m e n ta tio n

of p ro c e d u re s

fo llo w ed ,

and

the

developm ent of a case study data base, which is part of collection of evidence
and the organization and docum entation of data (Yin, 1989). The case study
protocol follows as an outline of the procedures and data collection. The case
stu d y d a ta base consists of case stu d y notes from interview s, docum ents
collected in the course of the study, narratives of the questionnaires used in
the stu d y , and a chain of evidence th at can be followed.

The case stu d y

protocol is presented in comprehensive form in chapter 4.
O th er considerations in case stu d y research include pilot studies and
sources o f evidence. Pilot studies should be conducted to assist in developing
relevant questions and to refine data collection content and procedures (Yin,
1989).

T here are six sources of evidence that can be used: docum entation,

archival records, interview s, direct observation, participant-observer, and
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physical artifacts. Use of m ultiple sources of evidence are suggested and are
considered a strength in case study research. The sources of evidence used in
this research are explained in the Case Study Design and Protocol.

CASE STUDY DESIGN AND PROTOCOL
Purpose of the research
To dem onstrate the application of Q uality M anagem ent in the lodging
function of a full service hotel and investigate the effect, if any, on employee
productivity.
I. Procedures
A. Determ ination of subject hotel and scheduling of field visit
1. The three properties of the Bergstrom Hotel com pany, as
subject(s).
2. Letters of inquiry and perm ission obtained.
3. Informal phone interview w ith Director of H um an Resources.
4. Scheduling of field visit dates and interviews w ith upper
management.
5. Interviews w ith line employees scheduled on-site.
B. Determ ination of interview subjects and sources of inform ation
1. Subjects: Executive m anagem ent. Line M anagem ent,
Supervisors, Line Employees involved and not involved in
Quality Circle teams.
2. Sources of information: Q uality Circle m eeting m inutes,
docum entation of com pleted projects and results, observation
of Quality Circle meetings, corporate docum entation of
turnover statistics. Q uality

Service Survey (Guest Survey),

and Internal Custom er Survey (Employee Survey).
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C. Pilot Studies
1. Review of results of previous interview w ith personnel in the
Balboa Naval Hospital, San Diego.
2. Interview w ith Corporate Director of Quality, Ritz Carlton
Hotels.

n. Case Study Questions - Four Part Q uestionnaire
A. Part One: O verview of Company
1. Topics: Description of Bergstrom Hotels, w hy Quality
M anagem ent started, w hen started, and how implemented.
2. Sources of Data: Interviews w ith President, Director of H um an
Resources, and Vice-President of O perations.
3. Questions for Part One. See A ppendix A.
B. Part Two: Individual Property Descriptions
1. Topics: Description of property, w hen started, how
im p lem en ted , what results.
2. Source of Data: Interviews viith G eneral M anagers (3),
D epartm ent Managers and Supervisors, and Quality Circle
team m eeting minutes.
3. Questions for Part Two. See A ppendix B.
C. Part Three: Productivity Definition and M easures
1. Topic: Productivity as defined and m easured by Bergstrom
Hotels.
2. Source of Data: Interviews w ith President, Director of H um an
Resources,Vice-President of O perations, General M anagers (3),
docum entation of team projects com pleted, results of team
projects completed, Quality Service Surveys, Internal
Custom er Surveys and turnover statistics.
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3. Q uestions for Part Three. See A ppendix C.
D. P art F o u r Line Employee Q uestionnaire
1. Topic: Description of em ployee in hotel. W hy they think
Q uality Management is used. W hat changes in productivity
noted. Personal view and experience of Quality M anagem ent
process.
2. Sources of Data: Interviews w ith line employees and
supervisors in different positions throughout the three hotels
3. Questions for Part Four. See Appendix D.
m . Analysis of Data
A. Tabulation of answers to case study questions according to position
in hotel and involvement in Quadity Circle teams.
B. Examination of team projects and results reported
C. Tabulation of corporate docum entation regarding guest service,
em ployee service and turnover.

PILOT STUDIES
There w ere two pilot studies conducted prior to the field visit to the
Bergstrom Hotels. These were done in o rd er to refine interview questions,
data collection procedures and sources, and to pre-test the final questionnaire.
1.

The first pilot study was conducted at the Balboa N aval H ospital.

The purpose w as to observe an interview conducted by the N avy Personnel
Research and D evelopm ent Center (NPRDC) for their case study report and
evaluation of the U. S. Navy's pilot Total Quality M anagem ent/T otal Q uality
Leadership projects called "Demo Units".
w ho is director of

C om m ander Charles B. M ount,

the hospital's Total Q uality L eadership office w as

interview ed.
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Q uestions as asked by the NPRDC team involved the follow ing areas:
B ackground, C u rre n t P erfo rm an ce (overview of costs a n d

sch ed u le

p e rfo rm an c e ). Im p ro v em en t G oals as sta te d by E xecutive S teerin g
Com m ittee, G eneral Process Steps (m ajor operations and decisions). G roups
Involved in Im provem ent Effort (com position of team s a n d Q u ality
M anagem ent Board), Analysis of Process (exam ination of tools u sed by
Process Im provem ent Teams), Q uality Characteristics and R elated Process
Variables (characteristics of the pro d u ct or service that significantly effect its
quality). Process Im provem ent Actions (describe how stated goals have been
obtained by team s and Q uality M anagem ent Boards), Q uality Characteristic,
Critical Variables, Action (steps taken). Evaluation of Process Im provem ent
Actions (sum m arize results of process im provem ent actions). Requirem ents
for th e L ong T erm

M ain ten an ce of Process Im p ro v e m e n t A ctions

(descriptions of process-specific a n d organizational su p p o rt a n d resources
re q u ire d to e stab lish the ch an g es p erm anently: P erso n n el, M ethods,
M aterials, M achines, M onitoring), F uture Im provem ent O p p o rtu n ities (use
inform ation obtained to identify different aspects of the process that should be
im proved). Lessons Learned (what could have been done differently) (Wasik,
1992).
The hospital has different departm ents not dissimilar to those found in
a hotel (operations, housekeeping, food service) with the added dim ension of
the m edical personnel.

This interview provided som e insight into w hat

questions to ask, w hat supporting docum entation to request as back-up, and
w hat kind of project that teams can w ork on that are similar to hotels.
2.

The second pilot study was a telephone interview w ith the Corporate

Director of Q uality for Ritz Carlton Hotels. In this interview the questions on
the case stu d y questionnaire w ere tested and refined. Parts Two (Property
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Descriptions) and Four (Employee Questions) of the questionnaire were not
relevant an d w ere excluded from the interview. A t this tim e it was noted
that there w as som e difficulty with the definition of the term "productivity"
as u sed in hotels.

The Ritz C arlton used the trad itio n a l definition of

productivity as "num ber of inputs to outputs; nu m b er of hours worked to
num ber of units produced (i.e., occupancy percentage or sales volume)." But
it w as em phasized that Ritz C arlton does not sp e n d a lot of tim e on
productivity, nor is it forced as a m easurem ent — it is only used as an output
m easure.

Instead, the quality team s are en co u rag ed to concentrate on

im provem ent of the system .

This interview p ro v id ed som e insight as to

w hat projects hotels can w ork on as teams. Most projects are left up to the
individual hotels as to w hat needs improvem ent.

CASE STUDY RESEARCH METHODOLOGY
The research in this study w as a descriptive case stu d y analysis of
Q uality M anagem ent at the Bergstrom Hotels C orporation located in N eenah,
W isconsin.

Descriptive elem ental studies provide for generalizations from

which a basis for hypothesis for future study may be developed (Goll, 1981).

Interview Q uestionnaire
Sem i-structured interview s were conducted w hich com prised the four
p art case stu d y questionnaire.

Procedural guidelines for the conduct of

interviews was obtained from the works of Yin (1989) and Dexter (1970). Yin
had stated that the interview w as one of the m ost im p o rtan t sources of
inform ation in case study research.
Particularly cogent to the purpose of the study was Yin's description of
the focused interview . The respondent is interview ed for a relatively short
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period of tim e a n d the interview may still rem ain "open-ended and assum e a
conversational m anner, bu t the interview er is m ore likely to be follow ing a
certain set of questions derived from the case study protocol" (p. 89).

Dexter’s

identification of his procedures for an "elite and specialized" interview w ere
also pertinent. By special, non-standardized treatm ent, he had m eant:
1. stressing the interviewee's definition of the situation,
2. encouraging the interviewee to structure the account of the
situation,
3. letting the interviewee introduce to a considerable e x te n t. . . his
notions of w hat he regards as relevant, instead of relying upon the
investigator's notions of relevance (Dexter, 1970, p. 5).
In taking these approaches, it is necessary to em phasize the subjective
nature of the responses of the interviewees. The open-ended, special n ature
of the case stu d y questionnaire is d esigned to elicit the in terv iew ee's
perceptions on the topic discussed.

As Davis (1977, p. 53) observed, "Reaction

to a job is filtered by perception, which is an individual's ow n view of the
world."

O ne's perception of the environm ent is influenced by experience,

values, problem s, interests and backgrounds.

Dexter expanded u p o n this

thought:
The informant's statement represents merely the perception of the informant,
filtered and modified by his cognitive and emotional reactions and reported
through his personal verbal usages. Thus, we acknowledge initially that we
are getting the informant’s picture of the world as he sees it.
(Dexter, 1970, p. 120)

Subjects
A total o f 33 interview s w ere conducted of the 670 em ployees in
Bergstrom H otels.

The subjects interview ed w ere coded an d referred to

throughout the tables as follows:

SM - Senior M anagem ent staff includes
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President, D irector of H um an Resources a n d Vice-President of O perations,
UM - U p p e r M anagem ent includes the G eneral M anagers of th e three
properties, MM - M iddle M anagem ent includes D epartm ent M anagers and
Line Supervisors, LE - Line Employees includes all line level em ployees from
both front a n d back of the house. The properties a n d corporate office w ere
coded by their initials:
Corporate Office (C)
Paper Valley Hotel (PVH)
Valley Inn (VI)
Pioneer Inn and Marina (PIM)
The coding, com position an d p ro p e rty location of the subjects
interviewed are presented in Table 1 as show n on the next page.
Subjects in the Senior M anagement and U pper M anagement categories
were p reselected and scheduled.

Subjects in the rem aining categories of

M iddle M anagem ent and Line Em ployees w ere random ly chosen by the
interview er based on their availability and cooperation.

N ot all subjects

interview ed w ere directly involved in Q uality M anagem ent in term s of team
participation an d m em bership.

Eleven of the Line Employees h ad been

involved o n team s,

Eight of the M iddle M anagers h ad been

in v o lv ed in

six had not.

team s, tw o had not.

S enior M anagem ent a n d U p p e r

M anagem ent did not participate in the w ork team s but sat on Executive
Steering C om m ittees that guided the q u ality process.

R egardless, there

appeared to be no difference in the types of descriptive responses given as a
result of direct team membership and participation.
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Table 1
Hotel Location and Job Position o f Interviewees

Corporate Office - Bergstrom Hotels
SM

(3)

President
Vice-President of Operations
Director of Human Resources

Paper Valley Hotel & Conference Center
UM

General Manager

MM

Executive Housekeeper
Housekeeping Supervisor
Catering Coordinator
Dining Room Manager
Dining Room Supervisor
Executive Rooms Manager
Front Desk Manager

LE

Front Desk Clerk
Reservations Agent
Bellman (2)
Room Attendants (7)

Valley Inn

(19)

(9)

UM

General Manager

MM

Executive Housekeeper
Personnel Coordinator

LE

Front Desk Clerk (2)
Room Attendant
Bell Hop/Front Desk Clerk (2)
Bartender
Pioneer Inn & Marina (1)

UM

General Manager
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M ultiple Sources of Inform ation
Yin (1989) em phasized that m ultiple sources of evidence that converge
on the sam e set of facts or findings should be used in case study research.

In

addition to the interview s, other sources of inform ation used in the study
included docum entation of quality team m eeting m inutes, archival records
in the form of organizational records on turnover statistics and survey data
from the Q uality Satisfaction Survey and In tern al C ustom er Survey, and
direct observation.

Direct Observation, although highly subjective, has its

place in case stu d y research.

"Less form ally. D irect O bservation m ight be

m ade throughout a field visit, including those occasions during w hich other
evidence, such as that of interviews, is being collected" (Yin, 1989, p. 91). The
researcher’s personal observations during the field visit will be presented in
chapter 5 — the Sum m ary and Conclusions.

Analysis of Inform ation
A variety of analytical techniques w ere u tilized to provide insight on
the inform ation needed to answer the Case Study Questions;
1. The results of Case Study Question O ne w ere provided based on the
responses given by all employees interviewed by the case study questionnaire.
These answ ers w ere tabulated and then com pared as to the position category
and the p roperty affiliation of the respondents.
2.

The resu lts of Case Study Q uestion Two w ere analyzed in two

sections. The first section addressed how Q uality M anagem ent was initiated.
A listing of responses given by Senior M anagem ent provided a chronological
order of steps taken in the implementation. The second section addressed
how Q uality M anagem ent was su p p o rted a n d p ro m o ted throughout the
com pany on a continuing basis. A listing of som e of the m ethods used was
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provided by responses to the questionnaire by Senior M anagem ent, U pper
M anagem ent and M iddle M anagem ent.
3.

The results of Case Study Q uestion Three w ere analyzed in three

sections: d e fin itio n , m easurem ent, a n d resu lts of p ro d u c tiv ity .
definition a n d m easurem ents

The

of p ro d u ctiv ity were p ro v id ed by Senior

M anagem ent an d listed. The results of productivity w ere analyzed in three
ways:
a. Tabulation of team projects completed and their specific
results.
b. Tabulation of corporate m easures of quality results as
provided by Bergstrom Hotels.
c. Tabulation and com parison of the personal views an d
observations of U pper M anagem ent, M iddle M anagem ent and
Line Employee interviewees according to position an d
property affiliation.

SUM M ARY
R esults of the information analysis yielded answers to the Case Study
Questions, b u t revealed mixed results regarding the main hypothesis and sub
hy p o th esis of this study.

The analysis based on inform ation from the

q u estionnaire an d the supporting docum ents is presented in the Results
section.
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CHAPTER IV

ANALYSIS OF INFORMATION
INTRODUCTION
The results of the four part case stu d y questionnaire are presented in
relation to the case study questions posed earlier: 1) W hy d id Bergstrom
H otels chose Q uality M anagem ent?, 2) H ow w as Q u a lity M anagem ent
initiated and im plem ented? and, 3) W hat have been the results in terms of
em ployee productivity?

A dditional inform ation revealed by the interviews

and other sources of evidence will also be discussed as to their relevance in
the case

DESCRIPTION OF COMPANY
Bergstrom Hotels is privately o w n ed by Bergstrom C orporation of
N eenah, W isconsin. The com pany was founded in 1974 an d the first hotel
was bought in 1976. The company m anages and owns three full service hotel
p ro p erties in the Fox River Valley in the cities of A ppleton, N eenah and
Oshkosh. The com pany was ranked by A rthur Andersen & Co. in 1991 as the
47th largest privately held com pany in W isconsin in term s of sales. There are
a p p ro x im ately 670 total em ployees (hourly, salaried, m an ag em en t and
ad m in istrativ e included).

Q uality M anagem ent sta rte d in 1988 as the

"Quality C om m itm ent" process and is now referred to as "C ontinuous
Im provem ent".
H um an

The initial in v estm en t involved h irin g a D irector of

R esources

w ho

w as

c o m m itte d

to

im p le m e n tin g

Q u ality
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M anagem ent, p lu s a $20,000 b u d g et in clu d ed in train in g and hum an
resources.

DESCRIPTION OF INDIVIDUAL PROPERTIES
1. Property One: Paper Valley Hotel and Conference Center, Appleton
290 room s plus 100 in construction at the time
325 total employees
Services offered: lodging, bell staff/g u est service, casual
restaurant, night club, sports bar, room service, fitness
room, m eeting/banquet/catering facilities for up to 2,000
people, indoor pool, m iniature golf
This was the first Bergstrom property to begin Quality
M anagem ent in the form of "Quality Com mitment"
2. P roperty Two: Valley Inn, Neenah, WI
107 rooms
115 total employees
Services offered: lodging, casual dining room, sports bar,
bellstaff, room service, m eeting/ banquet / catering facilities
for up to 750 people
This was the second Bergstrom property to begin Quality
Com m itm ent
3. Property Three: Pioneer Inn and and M arina, Oshkosh, WI
200 room s
208 - 240 total employees (seasonal resort-like property)
Services offered: lodging, casual dining room , lounge, indoor
and outdoor pools, fitness center, termis courts, m iniature
golf, volleyball, shuffleboard, basketball, charters on
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excursion yacht, m eeting/ banquet/catering facilities for up to
500 people, game room, m arina and moorings
At the time of the interviews this property was currently in the
process of implementing and training the staff for
C ontinuous Im provem ent

RESULTS OF CASE STUDY QUESTIONNAIRE
The answ ers to the questions as stated by the employees in the three
different properties is presented. M iddle M anagem ent and Line Employees at
the Pioneer Inn and M arina (PIM) were not interview ed because the hotel
had not yet officially started its Quality M anagem ent process.
1. Case S tudy Q uestion One:

W hy d id Bergstrom begin Q u ality

M anagem ent?
The responses from the different levels of employees at the different
hotels w ere tabulated and compared. These are presented in Table 2 as show n
on the follow ing page.

There was consistency in m any of the responses

offered by the interview ees across hotels an d positions.
rea so n s

g iv e n

by

S en io r

M a n ag e m en t

for

Three of the six

im p le m e n tin g

Q u a lity

M anagem ent w ere also shared by all G eneral M anagers of the properties.
These reasons included: provides w ay of form alizing com pany philosophy
and beliefs and su p p o rtiv e of Mr. Bergstrom 's beliefs in im portance of
em ployees an d in his beliefs in the im portance of quality.

All em ployees

interview ed at the Paper Valley Hotel felt that im provem ent of com petitive
position, reduction of turnover, and supportive of Mr. Bergstrom 's beliefs
were factors in the decision. All employees at the Valley Inn felt that Q uality
M anagem ent was supportive of Mr. Bergstrom’s beliefs.
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Table 2
Responses to Case Study Question One.

Position in Company
Response

UM

SM

MM

LB

Increase involvement of
Employees

PIM

Improve Competitive
Position

PVH

PVH
VI

PVH
VI

c

PVH

PVH

PVH

Formalize company philosophy &
c
beliefs

PVH
VI
PIM

PVH

Supports Mr. Bergstrom's beliefs c
in importance of employees

PVH
VI
PIM
PVH
VI
PIM
PVH

Reduce Turnover

Supports Mr. Bergstrom's beliefs c
in importance of quality
Consistent with company
values
There was more out there
Improve guest
service
Enhance position and importance
of employees

c
c

PIM

PVH

PVH
VI

PVH
VI

W"

PVH

PVH
VI

PVH
VI

VI

PVH

PVH
VI

PVH
VI

VI

VI

Organize and improve
operations

Bring employees & managers
closer together

PVH

PVH
VI
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Achievem ent of a Total Q uality C om pany based on
M utual

Respect, Trust and Benefit.

3) U pper M anagement was trained in Q uality
C om m itm ent

concepts. This consisted of eighteen

hours of quality training and nine hours of training in
problem solving. This lasted three to four m onths.
4) Initially, Q uality Commitment was im plem ented at one
property. The Executive Steering C om m ittee consisting of the
G eneral M anager, Executive Rooms M anager, Quality
A ssistant and Director of H um an Resources w as established to
guide the quality process. Each departm ent had its own team
(12 teams total to start).
N ine hour team training sessions w ith only 70-80 employees
w ere conducted.
5) Q uality Com mitment was im plem ented at the next property.
This property had six departm ental teams. Again, only those
em ployees on teams were trained. N ot everyone was
involved.
6) The process has now evolved from Q uality Com m itm ent to
"Continuous Improvement". N ow all em ployees in all
departm ents are to be included in the quality training and
process. Teams will be arranged by departm ent and also
interdepartm ental. The Executive Steering Com mittee now
w orks on quality issues too and is com posed of every m anager
in the hotel. Managers are now responsible for training
em ployees in quality, not just the hum an resource staff.
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8) The housekeeping departm ent at Paper Valley Hotel has gone
from using quality circle teams to self-directed teams.
9) The learning, education and evolvem ent of quality never
ceases.
B. H ow Q uality M anagement is prom oted a n d supported throughout
company:
1) O pportunity For Im provem ent (OFI) coupons for suggestions —are responded to within 72 hours, addressed by teams, and
the em ployee is notified of the final outcom e.
2) Training and Education — Concepts (introductory) course for
n ew employees. Problem Solving a n d D ata M easurement
course. Continuous Im provem ent course and The W inning
Edge (additional seminars and classes for skill building).
3) Establishm ent of Quality Teams to w ork on various projects
an d on system improvements through the hotel(s). Projects
for teams are generated through com m ent cards, employee
suggestions, guest suggestions. O pportunity For Im provem ent
coupons, and guest scorecards.
4) Personal Development Plans — used instead of annual
evaluations. This is done on annual basis but feedback is
given throughout year.
5) Rew ards and Recognition System — still in development
phase, bu t recognized to be essential in supporting quality
actions. M anagement is trying to avoid "incentive plans" and
gear rew ards more towards teams an d is involving employees
in the developm ent of a system.
6) C om pany Newsletter discusses quality projects and
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developm ents.There used to be a "Quality" new sletter but
m anagem ent felt that this lead to the im pression that quality
was a separate entity. N ow quality topics are incorporated
into the regular newsletter.
7) Personal com m itm ent on the part of Senior and U pper
Managers. Quality is constantly prom oted both verbally and
by action.
3.

Case Study Q uestion Three: W hat have been the effects on employee

productivity?
Definition of Productivitv:
As stated by the President, "No specific definition in m ind. Getting the
job done — exceeding custom er expectations both internal and external. If an
em ployee says to m e, T like w orking for y o u ’ — th a t is productive"
(Bergstrom, 1993).
As stated by the Director of H um an Resources, "Productivity is not a
foundation", bu t noted that the com pany uses som e "system checks" in the
form of efficiency m easures and several corporate m easures such as turnover
and resu lts of g u est satisfaction surveys and in tern al custom er surveys
(Tyink, 1993).
Measures of Productivity:
- Turnover by hotel, departm ent and com pany-w ide
- Individual projects completions
- Certain efficiency m easures as provided by com pany
- N um ber of O pportunity For Im provem ent coupons
- (Quality Satisfaction Survey
- Internal Custom er Survey
- Overall "feeling" from employees. Are they happy?
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Productivity Results:
The following four categories of results w ere com piled:
1. Team project results for the lodging functions are presented
in Tables 3 and 4. T he resu lts highlighted a re as su c h as enhanced
com m unication betw een staff and departm ents, red u c tio n of num ber of
complaints, and increased response time to guests.
2. T u rnover statistics for the com pany a n d each individual
property for total, front desk (includes front office, bellstaff, guest services,
night audit), and housekeeping are presented in Table 5.

C om pany totals

showed a dram atic decrease in turnover from 1988 to 1992 of 43.5%. The
departm ent that show ed the m ost decrease in tu rn o v er w as housekeeping.
From 1988 to 1992 turnover w ent from 92% to 36% — a total decrease of 56%.
These results should be noted with some caution as a housekeeping incentive
program was instituted in the beginning of 1990. It has now been dism antled
and an intercom pany team of Executive H ousekeepers an d Room Attendants
are working on the developm ent of a new rew ard system .
The turnover in the front desk has show n a steady decrease for
the company and for the Paper Valley Hotel.

H ousekeeping turnover at the

Paper Valley Hotel and Valley Inn, plus Front Desk turnover at the Valley
Inn were sporadic follow ing the im plem entation of Q uality M anagem ent.
Turnover had increased at first and then, began to decrease.

This is in

keeping w ith an observation m ade by the President that they lost a num ber of
employees w ho w ere not in agreem ent with Q uality M anagem ent and the
team process.
It is in terestin g to note that total, front d e sk a n d housekeeping
turnover at the Pioneer Inn and Marina had steadily decreased despite the fact
that the property was not yet officially involved in Q uality Management.
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Table 3
Team Projects and Results from Paper Valiev Hotel
Paper Valley Hotel (PVH)
Department

Team

Front Desk

Information
Society

Projects
Maps & Directions
for
Guests

Increase
information &
enhance service to
guests

Van
Telephone

Track cab fees paid.
Increase
communication &
response time to pick
up guests
Track refunds &
adjustments. Tally # of
complaints
Set procedures for room
assignments & refunds
Reduce adjustments & #
of complaints

Noise Complaints
from
Guest Rooms Due
to Nightclub &
Live Bands
Credit Card
Procedures

Housekeeping

The
Mainkeepers

Results

Linen Quality

Tally of error types,
additional imprinter &
authorization terminal
installed,
reduce errors due to
no approvals
Tally & track defective
linen from supplier, set
new linen standards,
changed suppliers,
reduction
in defects
reduce attendant
rework

Room attendant
standards
& team conduct

Created mission and
values, standards of
conduct as a team

Organize work carts

Standardized cart
set up and supplies
Facilitates use of
supplies during room
cleaning & exchange
of cans

Note: PVH had a total of seven departmental teams, but only the two above
were within the parameters of the study.
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Table 4
Team Projects and Results for the Valiev Inn

Valley Inn (VI)
Department
Front Desk

Housekeeping

Projects
Revised Bridal
Package
w/ Housekeeping

Results
Competitive with other hotels,
enhanced teamwork between FD
&HK

Front Desk "Bible"

Better information sharing &
communications at front desk
between staff

w/ Catering team:
Two Way
Communication
Walkie/Talkie
System

Faster response time to guest
requests, can contact &
communicate with banquet/set
up staff faster

w/ Front Desk:
Revised Bridal
Package

Competitive with other hotel
packages in area;
enhanced teamwork between
FD&HK

Note: The VI had a total of six teams but only the above two were within the
paramenters of this research
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Table 5
Companv-Wide and Individual Property Turnover Rates

1988
Company

%

1989
%

1990
%

1991

1992

%

%

80.5

75.4

57.5

48.0

37.0

102.0

84.0

80.0

57.0

—

Housekeeping

92.0

105.0

67.0

67.0

36.0

Total

71.0

Total
Front Desk

PVH

74.1

47.1

41.0

111.0

104.0

83.0

92.0

73.0

137.0

51.0

74.0

38.0

104.0

63.8

67.7

51.0

46.9

Front Desk

50.0

41.0

58.0

25.0

Housekeeping

37.0

81.0

113.0

Total

91.0

71.2

65.7

58.0

Front Desk

94.0

88.0

85.0

44.0

Housekeeping

94.0

62.0

38.0

44.0

Front Desk
Housekeeping

30.3

VI
Total

100.0

PIM

40.3
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H ow ever, this property is a resort located on a lake and has always been
subject to seasonal fluctuations in its employee base.
3. Company efficiency m easures are presented in Table 6 on following
page.

O ther efficiency m easures w ere available in food, beverage and

m aintenance bu t w ere not presented since the focus of this study is on the
lodging side of hotel operations including front desk and housekeeping.
All efficiency m easures show ed im provem ents from 1988-1989 to 19901991. The most dram atic changes w ere shown in the increase in the num ber
of employee suggestions (O pportunity For Im provem ent coupons) and the
decrease in defective linen. The num ber of em ployee suggestions increased
from below ten in 1988-1989 to over fourteen h u n d re d in 1990-1991.

The

am ount of defective linen decreased from 120% in 1988-1989 to just 5.9% in
1990-1991.
The only inform ation available for the Q uality Satisfaction Survey was
in April 1992 and in Septem ber 1992. These show ed scores in the high 90%
range with a total range of up to 100% in the areas of exceeding guest
expectations overall, cleanliness, and attitude of staff.

Prim ary reasons given

for selecting the hotel w ere location, quality of service and reputation.

The

only information available for the Internal C ustom er Survey was in October
1992. On a scale of 1 - 7, the scores ranged from 4.9 to 5.5 on the dimensions
of com m unication (5.0), team w ork (5.0), job satisfaction (4.9), continuing
improvem ent (5.5), and leadership (5.2). However, both these surveys could
not be used as com parative com pany-w ide m easures of productivity since
they have only been recently developed and adm inistered.
4. Employee responses regarding their personal observations and views
on changes in pro d u ctiv ity due to Q uality M anagem ent are presented in
Table 7 on page 73.
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Table 6
Corporate Efficiency Measures
(Lodging and Company-Wide Only)

M easure
Defective Linen
Opportunity For
Improvement Coupons

1988-1989
120.0%
Less than 10

1990-1991
5.9%
1,428

Turnover

84.5%

47.1%

Quality Service Survey

N/
A

N/A

Internal Customer
Survey

N/A

N/A

Note:

* Information was not available for the Surveys in those years
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Table 7
Responses to Case Study Question Three. Part Three
Position in Company
Response
UM
Employees are more involved
in dxisions; are more aware

PVH

Increase shown in profits

VI

Turnover reduced

PVH
VI

Qarified hotel's goals;
more purpose to job
Increased feelings of self-worth,
.self-esteem, confidence

PVH

MM
PVH

PVH
VI

VI

PVH

PVH
VI
VI

PVH

Job more interesting, challenging
and enjoyable

VI
PVH
VI

PVH
VI

Management has more time for
guest satisfaction; less paperwork
Improved relations between
managers & employees

Increased communication across
& within departments
Increased Cooperation & Teamwork

PVH
PVH

PVH
PVH

PVH

Improved relations between other
departments and employees
Personal development of self
and others

PVH
VI
PVH
VI

More iniative shown by employees
to solve problems for guests
Management Style changed;
listen more, less directing

VI

PVH

More pride and trust in job

Increased morale

LE

PVH

PVH

PVH
VI

VI

PVH

PVH

PVH

PVH

PVH
PVH
VI
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M iddle M anagem ent and Line Employees at the P aper Valley Hotel
w ere in agreem ent in that increase involvem ent of em ployees, im provem ent
in g u est service and a way of bringing m anagers an d em ployees closer
together w ere reasons.

M iddle M anagem ent and Line Employees at the

V alley Inn agreed that im provem ent of com petitive position, enhancem ent
of position and importance of employees w ere reasons.
Line Employees of both the Paper Valley H otel a n d the Valley Inn,
re g a rd le ss of involvem ent in team s, stated reasons such as increase
involvem ent of employees, im prove com petitive position, supportive of Mr.
B erg stro m 's beliefs, im prove g u e st service, an d b rin g m an ag ers and
em ployees closer together.
2.

Case Study Q uestion Two;

H ow did Bergstrom Hotels im plem ent

Q uality M anagement?
This question addressed how Q uality M anagem ent was initiated and
how it is prom oted an d su p p o rted on a continuing basis throughout the
com pany.
A. H ow Quality M anagem ent was initiated:
1) The Director of H um an Resources researched the concept of
Quality M anagement. The works of Deming, Juran and
Crosby were all studied. The concept of quality was then
introduced and "sold" to the President, Mr. Bergstrom.
2) All of Senior M anagem ent was educated an d trained in
Quality M anagem ent concepts. This began w ith N ine hours
of "culture training". Also, the executives attended Quality
Management classes at Fox Valley Technical College. This
process lasted six m onths. This lead to the developm ent of
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Bergstrom 's "Quality Com m itm ent" process. The goals for the
process w ere s e t Exceeding G uest Expectations and
achievem ent of a Total Quality com pany based on m utual
trust and respect.
U pper M anagem ent at both the Paper Valley Hotel and the Valley Inn
noted reduction in turnover, increased morale of staff, an d a change in their
m anagem ent style. M iddle Management at b oth properties felt that there was
clarification of h otel goals and job p u rp o se , the job w as m ade m ore
interesting, challenging, and enjoyable, m orale increased, and m ore initiative
to solve problem s w as show n by the em ployees. Line Employees for both
properties indicated that communication across and w ithin departm ents had
increased, the relationship between m anagers a n d em ployees was im proved,
and th at th ere w as an increased feeling of self-w orth, self-esteem and
confidence.
M iddle M anagem ent and Line Employees at Paper Valley Hotel shared
the view th at th ere w as increased com m unication across and w ithin
departm ents and m ore initiative was shown by em ployees in solving guest
problems. M iddle M anagem ent and Line Employees at Valley Inn agreed that
Quality C om m itm ent clarified the goals of the hotel and gave m ore purpose
to the job.
All em ployees interview ed at the Paper Valley H otel concurred that
Q uality M anagem ent increased feelings of self-w orth, self-esteem an d
confidence, increased morale, im proved the relationship betw een m anagers
and em ployees, a n d lead to the personal developm ent of self and others in
the hotel.
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The G eneral M anager at the Pioneer Inn an d Marina, w hich had not
yet begun Q uality M anagem ent, anticipated changes in productivity sim ilar to
those experienced by the other two properties.
It was interesting to note that sim ilar responses were given by Line
Em ployees an d M iddle M anagem ent reg ard less of direct involvem ent in
Quality C om m itm ent teams. Apparently the benefits of Quality M anagem ent
were still perceived to be experienced, even by those not on teams. All those
em ployees w ho w ere not on team s ex p ressed an interest in increased
involvem ent, b u t cited scheduling and tim ing problem s as conflicts.

SUMMARY
This ch ap ter presented the findings of the descriptive case stu d y .
Analysis of the descriptive responses to Case Study Questions One and Three
revealed perceptions that were mostly consistent w ithin and across properties
and job positions.

The responses in the C ase S tudy Q uestion Three (part

three) regarding em ployee's personal views and observations of productivity
w ere co nsistent w ith the Senior M anagem ent's qualitative d efinition of
productivity in the company. Not all the quantitative productivity m easures
cited by Senior M anagem ent could be used to effectively determ ine results.
C hapter 5 w ill present a sum m ary of the findings, discussion of the
hypotheses, discussion of some of the d irect observations m ade by the
investigator, a n d m ake recom m endations for fu tu re research on Q uality
M anagem ent.
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CHAPTER V

SUMMARY AND DISCUSSION

INTRODUCTION
The pu rp o se of this study has been to present a descriptive elem ental
case study analysis of the im plem entation of a Quality M anagem ent approach
to the lodging function of a full service hotel. The case study addressed three
questions w hich w ere answ ered th ro u g h the use of m ultiple sources of
in fo rm atio n

in c lu d in g se m i-stru c tu re d

in te rv ie w s, d o c u m e n ta tio n

of

meetings, an d com pany efficiency m easures. The analysis of the inform ation
gathered for Case Study Question Three provided the means to address the
main h ypothesis and sub-hypothesis of this study.

Direction observation

d u rin g the interview process and d u rin g attendance at team m eetings
provided the m eans by which the investigator could inform ally evaluate
some of q ualitative claims m ade by the m anagem ent and em ployees that
were interview ed.

SUMMARY OF FINDINGS

Case Study Q uestion One
Alm ost w ithout exception, all the subjects interview ed h ad expressed
similar perceptions as to why Q uality M anagem ent was im plem ented at the
Bergstrom hotel(s). All respondents perceived the values and beliefs of Mr.
Bergstrom as being instrum ental.

M ost respondents perceived that changing
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the status an d the role of the em ployees in a positive w ay w as one reason
w hy. As one interviewee noted. Q uality M anagement "was a natural step for
th em ."
The im portance of Mr. Bergstrom ’s values in laying the foundation for
the com m itm ent to Q uality M anagem ent directly relates to the literature
review in chapter 2. It is ap p aren t from the interviews conducted that Mr.
Bergstrom an d senior m anagem ent exhibit a Theory Y attitu d e tow ards the
Bergstrom employees (and people in general). As such, the ideas of intrinsic
m o tiv ato rs, em ployee e m p o w erm en t, an d a m ore o rg an ic system of
m anagem ent w ould not be looked upon w ith distaste.

In fact, these ideas

w ere em braced in the a d a p ta tio n of the Q u ality C o m m itm e n t and
C o n tin u o u s Im p ro v em en t p ro cesses.

In these p ro cesses, B ergstrom

M anagem ent has created a cu ltu re not dissim ilar to D em ing's Fourteen
Points of Management.
It w ould also appear that the values established by top m anagem ent are
felt and shared by all Bergstrom employees, as indicated by those interviewed.
The consistency in responses as to w hy Q uality M anagem ent w as adopted
suggests that Bergstrom M anagem ent is also exhibiting a consistency in its
Action Triad (values-goals-norms) an d views the organization w ith a system
m entality through the M anagem ent By Values approach.

Case Study Question Two
The chronological steps on how Bergstrom H otels im plem ented
Q uality M anagem ent and w hat form al m anagem ent norm s w ere used to
su p p o rt and prom ote Q uality M anagem ent were outlined.
Im plem entation of Q uality M anagem ent in

Ived the training and

education of all levels of m anagem ent, as well as line em ployees, in quality
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concepts, problem solving, and team w ork.

The process sta rte d w ith one

p ro p erty as Q uality C om m itm ent an d goals w ere se t for the com pany.
Q uality C om m itm ent involved training only those em ployees that w ere on
teams.

The process has evolved into C ontinuous Im provem ent.

N ow all

em ployees at all three p roperties w ill be involved a n d train ed in quality
concepts and teamwork.
Several m ethods w ere

used by the com pany an d m anagem ent to

prom ote and su p p o rt Q uality M anagem ent.

These m ethods included: the

establishm ent of em ployee team s, opportunity for im p ro v em en t coupons,
train in g courses, continuing educational courses a n d sem inars, personal
developm ent plans, and new sletter.

All these m eth o d s w ere based on a

strong and personal com m itm ent on the part of m anagem ent.
H ow Bergstrom H otels im plem ented Q uality M anagem ent can be
related to Dem ing's Fourteen Points and Coll's M anagem ent By Values as
discu ssed in chapter 2.

In line w ith D em ing's th o u g h ts, Bergstrom

M anagem ent adopted a quality philosophy, created constancy of purpose for
the im provem ent of products and services, instituted training and education,
instituted leadership, an d took the actions outlined above to accomplish the
q uality transform ation.

In line w ith Coll's th o u g h ts, new m anagem ent

norm s were developed that w ere consistent w ith the q u ality goals and
enhanced the com pany's existing values.

Case Study Question Three
The definition of productivity em phasized by Senior M anagem ent was
m ainly a qualitative one.

The President, in p articular, p u t great stock in

em ployee satisfaction as a m easure of productivity.

The Director of H um an

Resources and Vice-President of O perations both expressed the opinion that
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productivity w as n o t a foundation, but rather im provem ent of the system s
th at lead to positive guest and employee feedback were.
Even though em ployee and guest satisfaction played an im portant role
in the definition of productivity, the surveys used by the company to m easure
those results could n o t be used in the study. There w ere no baseline data
established before the im plem entation of Q uality Com m itm ent against which
current results could be compared.

The only m easures that could be used as

before and after com parisons in m easuring p ro d u ctiv ity in the lodging
function of the hotel w ere individual project results, turnover, defective
linen, and the use of O pportunity for Im provem ent coupons.
P roductivity resu lts due to Q uality M anagem ent as observed and
perceived by general m anagers, departm ent m anagers, supervisors, and line
employees, all involved changes in the em ployees' roles in relation to w ork
a n d m anagem ent.

All changes m entioned w ere perceived to be positive

ones.
Bergstrom m an ag em en t’s view of p ro d u ctiv ity is consistent w ith
Deming's contention that not everything subject to variation can and should
be measured. D em ing (1993) had pointed out that the biggest losses can not
be measured. H e w as referring to losses due to inefficient systems and fear by
the employees. H e also indicated that one "can not m easure the benefit of
training (in dollars)." A ttem pts to m easure all the benefits of quality w ere
referred to as "nonsense". An example of this Dem ing used was the Malcolm
Baldridge aw ard. In the Bergstrom Hotels, satisfaction of the employees and
the guests was em phasized rather than the strictly quantitative m easurem ent
of productivity. Especially in a labor intensive industry such as hospitality,
this approach m akes sense, and to do otherw ise m ay indeed be "nonsense ".
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DISCUSSION OF THE HYPOTHESES
It w as hypothesized th at im p lem en tatio n of Q uality M anagem ent
w ould result in increased em ployee productivity in the lodging function of a
hotel. R esults of the study could no t conclusively su p p o rt this hypothesis
w ithout further data. Productivity, as defined by m anagem ent at Bergstrom
H otels, in v o lv ed em ployee and g u e st satisfaction.

T hese could no t be

m easured based on the surveys provided by the company. The inform ation
was only available for a limited num ber of dates and was not established prior
to im plem entation of Quality M anagem ent.
The sub-hypothesis stated that m anagem ent has the ability to m easure
the p ro d u ctiv ity of its employees.

The results of the stu d y yielded m ixed

resu lts w ith reg a rd to this hypothesis.

The m easurem ent o f g u e st and

em ployee satisfaction were still in the developm ent stages and could no t yet
be determ ined. O ther m easures provided m ore favorable results.
M an ag em en t at B ergstrom

H o te ls m entioned tu rn o v e r, certain

efficiency m easures, and project com pletions as productivity m easures. The
only efficiency m easures that could be used for lodging involved turnover,
nu m b er o f linen defects, and n u m b er of O pportunity For Im provem ent
coupons subm itted. In all cases, these m easures showed im provem ents.
Individual project completions show ed interesting results w ith regard
to p ro d u ctivity m easures.

The Front Desk team at the Paper Valley Hotel

com pleted tw o projects that had quantifiable results.

In the first project, the

team had reduced the num ber of com plaints and refunds a n d /o r adjustm ents
d u e to noise com plaints from room s above the nightclub.

For the second

project, a team consisting of front d esk and accounting staff w orked on
reducing the am ount of credit card errors due to lack of approvals obtained.
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The H ousekeeping team a t the Paper Valley H otel has w orked on several
projects to set standards for and reduce the num ber of m inutes per room.
Some of the m ore dram atic results in productivity have been obtained
m ainly by teams in the H ousekeeping and R estaurant departm ents. At the
P aper Valley Inn, both h a d set definite m easurable sta n d ard s for their
departm ents. This is p erhaps because these are the departm ents that lend
them selves more easily to quantification. At the tim e of the study, the Front
Desk team had not yet set specific standards for efficiency in its department.

DIRECT OBSERVATIONS
D u ring the course of the stay at one of the hotels, d u rin g the
interview s, and during quality team m eetings several direct observations
w ere noted that supported m any of the perceptions expressed by the subjects
interview ed.
categories:

Those observations w ere highly subjective and fell into two
the values a n d beliefs of the com pany and the intangible

dim ension of productivity.

The Values and Beliefs at Bergstrom Hotels
It w as a p p aren t from the responses in the in terv iew s th at the
em ployees expressed ad m iratio n for the P resident, M r. B ergstrom , and
perceived him to be som eone that cares for them .

Mr. Bergstrom had

verbally expressed this view in his interview. H e had stated that his values
were "employees come first and you give where you get".
The interview with Mr. Bergstrom was conducted during his "rounds"
of each of the three hotels (done on a weekly basis) in which it was observed
th at he w as highly visible and fam iliar to the em ployees.

As he w alked

through the back offices, the front desks, the kitchens, and the dining rooms
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he h ad addressed each em ployee by name and greeted h im /h e r.

All the

employees appeared happy to see him, not at all surprised to see him in their
work station, and greeted him back.

It w ould ap p ea r that Mr. Bergstrom

"walks the talk".
T he sam e a p p e a re d to be true of th e o th e r Senior M anagers
interviewed. Both the Director of Hum an Resources an d the Vice-President
of O perations m ake the "rounds" of the hotels as well.

A gain, it was

observed that they w ere fam iliar w ith the em ployees an d greeted m ost by
name.

Therefore, it w as no t surprising the em ployees

expressed only

positive reasons in their responses as to why Bergstrom Hotels im plem ented
Quality M anagem ent. They appeared to be confident that it was in their own
interests as well as the compzmy's.
A nother observ atio n that w as supportive of the "people" values
expressed in the interview s was that Bergstrom H otels m akes the effort to
hire staff that are traditionally not seen in the hotel environm ent. It was
observed that several employees were mentally handicapped or traditionally
viewed as "slow". W hen questioned, it was revealed th at this was another
value of the Bergstrom's - to give people a chance.

It w as adm itted that these

em ployees som etim es took a little more time and patience to train, bu t the
results w ere well w orth the effort.

These em ployees also have

h ad the

o p p o rtu n ity to p articip ate in their departm ent team s and contribute to
individual projects.

Productivity as an Intangible M easure
W hat appeared to be the strongest m easure of em ployee productivity
in the stu d y was the m ost intangible one — the overall "feeling" of the
employees in the com pany. The definition, as established by the President,
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w as echoed by all of the em ployees interview ed. Bergstrom Hotels m ay have
initially explored Q uality M anagem ent as a w ay of reducing turn o v er (or
positively stated, increasing retention), bu t it w as obvious that m anagem ent
w as m ore im pressed by the advances m ade in the personal developm ent of
the staff.
Senior M anagem ent, U pper M anagem ent a n d M iddle M anagem ent
cited examples throughout their interview s of individual employees they had
seen transform ed because of the Q uality C om m itm ent and team process.
Some of the exam ples that w ere observed:
1.

The dishw asher, w ho at any other com pany m ight have been

view ed as "slow", has been prom oted to H ead Janitor at the largest hotel in
the company.

He had gained confidence and developed personal skills as a

result of participating in quality teams. He now facilitates the team m eetings
w ithin his departm ent.
2. The dishw asher w ho proudly show ed off the results of her team
project, know ing she h ad c o n trib u te d to in creasin g efficiency in her
departm ent.

She has now expressed the desire to go to school for hotel

m anagem ent.
3. The H ousekeeping departm ent, usually on the bottom rung o f m ost
hotels, was referred to as the m ost advanced departm ent in this com pany by
the Vice-President of Operations.

Its team projects have been considered so

successful th a t they w ere in v ite d to give a p resen tatio n on Q u a lity
M anagem ent and W ork Teams at a state quality conference last year.
4. Several individual room attendants w ho used to be considered shy
and were never heard from are now outspoken and confident.
5. In team m eetings, em ployees appeared enthusiastic and w ere open
in contributing to the discussion of the issues at hand.
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6.

In an introductory training m eeting, new em ployees a p p eared

skeptical about this m anagem ent style (som e had heard it before), b u t were
willing to give it a try.
7.

M anagers (U pper M anagem ent and M iddle M anagem ent) have

noted changes in their style of m anaging and working w ith their em ployees.
C hanges m entioned included m ore consultative, m ore coaching, listening
m ore to e m p lo y ees, tru stin g them

m o re to take of p ro b lem s, less

authoritative, less directing and controlling.

RECOMMENDATIONS FOR FUTURE RESEARCH
Based on the findings of this stu d y , a num ber of research topics are
suggested regarding productivity m easurem ent and Quality M anagem ent in
the hotel environm ent.
First, a stu d y should be co n d u cted to sta n d ard ize q u a n tita tiv e
p ro d u ctiv ity m easures for use in th e hotel in d u stry th at do n o t just
em phasize the econom ic inputs and o u tp u ts norm ally used.

M easures that

w ere the easiest to set standards for an d m easure were those found in the
housekeeping and the food and beverage departm ents. Standard m easures
for the front office should also be established.

Deming had suggested a

num ber of excellent m easures that could be used in this area. These w ere
m entioned earlier in chapter 2.
Second, a longitudinal study of a hotel or hotels should be conducted
on the effects of Q uality M anagem ent on internal and external custom er
satisfaction.

The surveys used by the Bergstrom Hotels are an excellent

starting point. These m easures need to be determ ined prior to undertaking a
quality effort.

A baseline m easure can then be established to com pare

subsequent m easures against.
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Third, a longitudinal stu d y of a hotel or hotels should be conducted on
the effects of Q uality M anagem ent on productivity. C onsistent m easures of
productivity for each d epartm ent need to be pre-determ ined and m easured
prior to, during and after

im plem entation.

Fourth, this stu d y raised som e interesting questions about the role of
values in the im plem entation and support of Quality M anagem ent. A study
using M anagement By Values as an analytical tool for assessing a company's
effort in im plem enting Q uality M anagem ent should be conducted an d w ould
address the second hypothesis of this study that was not undertaken.

SUMMARY
This study appeared to be inconclusive with respect to proving the
hypothesis and sub-hypothesis. It could not be stated in definite quantifiable
term s th at p roductivity in the lodging function of a full service hotel
increased as a result of Q uality M anagem ent im plem entation.

The only

m easure that indicated m easurable im provem ent com pany-w ide w as the
dram atic decrease in turnover. It is doubtful that definitive conclusions can
be draw n from just this one measure.
H ow ever, the quantification of productivity m ay no t be the only
m easure of im portance. The Bergstrom Hotel(s), while still acknow ledging
th ere are areas th at need to be im proved (especially w ith reg ard to
m easurem ent), ap p ears content that its quality efforts hav e resu lted in
im proved p ro d u ctiv ity a n d efficiency in operations.

T here are a few

efficiency m easures used, but the em phasis is on the overall "feeling" on the
p art of the em ployees in the hotels.

As examples, m anagem ent points to

num erous individual instances w here employees have achieved m ore than
they thought they could a n d increased their feeling of self-w orth, self-
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confidence, and self-esteem . The involvem ent in quality teams and the new
norms established by a com pany com m itted to quality has given them this
opportunity to excel and be m ore productive, as they perceived it.
The p e rc e p tio n ex p re ssed by the B ergstrom m an ag em en t a n d
em ployees w as th a t Q uality M anagem ent is successful.

There have been

several set-backs a n d problem s that have com e u p as a result of Q uality
M anagem ent an d it w as expressed by m any in H ousekeeping that quality
made things a lot "harder " and sometimes it seem ed like a lot m ore w ork.
The in cre ased

e x p e c ta tio n s

and

in v o lv e m e n t

re q u ire d

in

Q u a lity

Management has not been for everyone. However, it w as also expressed that
they w ould not w an t to "go back" to the way it w as before. All em ployees
interview ed felt th at overall Q uality M anagem ent has been a w orthw hile
experience.
M ost of the success of Bergstrom Hotels' Q uality M anagem ent process
could be traced back to the values of the com pany, specifically the values
expressed by th e p resid en t, Mr. Bergstrom .

It could be th at Q u ality

M anagement was perceived as successful and was successful for them because
the culture of the com pany w as already uniquely conducive to the quality
transformation. M any of the Seven Deadly Diseases, as described by Dem ing
and experienced by m any American companies, m ay not have ever been in
existence in this com pany. The interviews indicated that there had not been
any lack of constancy of purpose, there had not been an em phasis on short
term profits, m anagem ent has been stable and not m obile, and th at the
com pany w as n ev er ru n on just visible fig u res alone.

The perso n al

com m itm ent an d belief in the im portance of the em ployees were already
company values a n d d id not have to be changed. A nother unique feature of
Bergstrom H otels is th at it is a fairly small a n d localized company.
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leadership exhibited by Senior M anagem ent directly influences the em ployees
on a daily basis. This is not to say Q uality M anagem ent could n o t w ork for
other, larger hotel companies. The com m itm ent of com panies such as the
Ritz Carlton H otels to Quality M anagem ent indicate otherwise. But again, in
the case of the Ritz Carlton, it was expressed that Quality M anagem ent was
simply a w ay of form alizing quality values and beliefs already in existence in
the com pany's culture.
The view expressed by Bergstrom M anagem ent that the intangible
results on productivity are just as im portant as the tangible one is certainly
similar to the view expressed by Dem ing.
im provem ent can and should be m easured.

N ot all the benefits of quality
In Dem ing's Seven D eadly

Diseases, Disease #5 w arns against "running the com pany on visible figures
alone. " H ow can one m easure the pride and personal com m itm ent show n by
the Bergstrom em ployees as they show off their various projects to an
outsider and discuss future projects they hope to accomplish? H o w can one
measure the exact effect on productivity the employees have w hen they know
they are im portant to the company and are treated with dignity and respect by
their m anagers? Those that try to do just that — m ay entirely miss the point.
Those that know better, just smile and reap the benefits of a quality com pany.
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QUALITY MANAGEMENT CASE STUDY QUESTIONNAIRE
PART ONE
G eneral Descriptive Inform ation of Company:
Com pany:
N am e of Person Interviewed:
Title:
N um ber of properties m anaged:
Total num ber of employees in company:
Hourly
Tipped (hourly)
Salaried (non-m anagem ent)
Salaried (m anagem ent)
W hose decision was it to undertake Quality M anagem ent (QM)?
W hen was QM started (date)?
W hy was QM chosen? How does this relate to the goals of the company?
H ow w as QM initiated/im plem ented?
H ow is the QM culture prom oted and supported throughout the company?
W hat w as the initial ($) investm ent in starting QM?
W hat is the annual investm ent to m aintain QM?
In y o u r opinion, has it been w orth it?
W hat have been some of the "Lessons Learned" (what w ould you do
differently)?
In the event this paper (thesis) is published, would you prefer the com pany to
rem ain anonym ous?
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PART TWO
Descriptive Inform ation of Individual Properties
Property Name
N am e
N um ber of Rooms :
Single (1 bed)
Double (2 beds)
Triple (if any)
Suites
Types of services offered
Size of convention / m eeting and banquet space (if any)
Total num ber of employees:
H ourly
H ourly (tipped)
Salaried (non m anagem ent)
Salaried (m anagem ent)
N um ber of em ployees directly involved and that participate in Quality
Im provem ent Teams:
H ow m uch time is spent on QM activities?
Is there a separate QM or quality staff?
W hat is their role in the company?
W hen was QM started at this property (date)?
W hat w ere the objectives for QM at this property?
H ow is QM im plem ented and supported?
H ow m any Quality Im provem ent Teams are there currently?
W hat are some of their current projects?
W hat are some of the changes that have taken place as a result of QM?
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PART THREE
Productivity M easures and Definition:
For the purpose of this paper QM w ill be examined on the basis of its effect on
productivity in the hotel environm ent. The focus will be productivity in the
Front Office (PBX, Reservations, G uest Services/Concierge, Bell Service and
Front Desk). I w ould like to exam ine in-depth several appropriate exam ples
of productivity that are used by your company.

How does your com pany define productivity?
W hat m easures of productivity are used by your company to determ ine
results (standards of criteria)?
W hat are past projects (processes) w orked on by Quality Im provem ent Teams
(Process Im provem ent Teams) in Lodging side of operations?
W hat have been som e of the results on productivity in the Front Office of
these projects?
In addition to productivity, how else do you measure or judge the success of
your QM process?
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PART FOUR
Em ployee Q uestionnaire
Introduction: I am a graduate student at the U niversity of N evada, Las Vegas
in the Hotel Adm inistration program . I am here researching the applicability
of the principles of Quality M anagem ent in hotels and its effect on employee
productivity. I w ould like to ask you the following questions on how Quality
M anagem ent has effected your job and w hat changes, if any, have you seen.
You are free not to answer any of the questions, bu t I w ould appreciate your
honesty in all your responses. All responses given will rem ain anonym ous
and conhdential and will be used only for my thesis research.

N am e of em ployee interviewed:
Position and Title:
N am e of Property:
H ow long have you worked for Bergstrom Hotels?
W ere you em ployed before or after they started Quality Management?
Are you involved in the Quality M anagem ent process?
In w h at capacity?
W hy do you think Bergstrom Hotels has im plem ented Q uality M anagem ent
in the operation of its properties?
Em ployee productivity was defined by Mr. Bergstrom as:
(If em ployed prior to QM) W hat specific changes in employee productivity
have you seen in the hotel due to QM?
H ow has the implementation of QM effected your productivity in the hotel?
H ave you had the opportunity to w ork on a Process Im provem ent Team?
If yes, w hat projects have you worked on and w hat were the results
(were they "successful")?
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If no, w ould you like to work on one? YES / NO
W hy or w hy not?
In addition to productivity, w hat other changes have you seen in the hotel
due to QM?
W hat changes if any, w ould you like to see in QM at your hotel (what would
you like to be seen done differently)?
In your personal opinion, has QM been a w orthw hile experience?

Thank you for your time and cooperation. Your answ ers will be very
im portant to the success of this research.
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